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ABSTRACT 


iieemutestia OOKS at the subject of change in a comolex 
organization. In early 1980 an organizaticnal element of the 
Meo Oest GUard experimented with the concept of consolidating 
personnel records. Success in that experiment along with other 
external pressures are moving the entire (Coast Guard) 
Organization toward a more centralized personnel records 
system. This supports a final goal of an automated, compvuterized 
pay systen. 

A primary purpose oi this study was to examine and document 
emer ci. Orus au implementing chanze, with problem identification 
as a goal. A survey questionnaire administered to Coast 
miwom ecomen seeks tO identify tne concerns of those personnel 
(in the speciality rating) most actively involved in personnel 
femeeres his thesis also identifies areas for strategic 
Planning consideration to assist Coast Guard leaders and managers 
in the continuing organization-wide (Personnel Support Center) 


implementation ovrocess. 
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I. INTRODUCTION 


A. PACKGROUND 

Since about 1966 the US Coast Guard as one of the Armed 
Forces (under Department of Transportation) has deen moving 
bewerd centralizing and automating pay, personnel, and financial 
Management systems. This process has been somewhat concurrent 
with activities in the Department of Defense (DOD) and usually 
#s identified by the acronym JUMPS (Joint Uniform Military 
Pay System). Some of the pressures which are driving this 
Beeeec Drocess include: 

1. Congress and OMB (Office of Management and Budget). 
The Federal Governments bureaucratic and political processes 
invoke a system of checks and balances to insure that agencies 
Seewmanabed eificiently and that public funds are used in the 
best interest of the most taxpayers. 

Peeerecduen, Chances aa laws affecting vay and benefits of 
service persons. (ie annual pay raises, reenlistment bonuses, 
Wee sea pay, etc.) 

3. Problems with accurate and timely vayments of entitle- 
Memes tO Service members. this is perceived as aifecting 
morale and ultimately retention. 

meer aDlasvechmoteocical adyances in the area of computers 
and data processing which provides important opportunities for 


improving and automating management information systems. 





fey oOasl Ularad service members can recall "hotr vay waed 
memos, a5 recently as the early 1970's. The two floating 
Mos CO Wich whe autnor was assigned between 1970 and 1973 


) 


(i.e.: Chief Warrant Officer, Finance & Supnply). Payday aboard 


Ca) 


both had ACO's (Authorized Certifying Officers), CWO (F& 


[emeewas a Significant event in the life of a sailor. The 
Paymaster wore a .45 caliber pistol and the pay line formed uv 
after the noon meal by paygrade. Payments were made in cash 
fleece chn Member signed a money list. The reason for mentioning 
this procedure is simply to note that there seemed (was perceived) 
tO be a direct relationship detween work performed and pay 
receivec. Ii can also recall the many long hours that the ACO 
worked checking and rechecking pay records in addition to the 
never ending accounting tasks associated with budget, procure- 
ment and other supply activities. 

In 1974 a Personnel Management Information System (PMIS) 
Merescaeblished. The system eliminated a variety of unit 
diaries and records and permitted the eventual consolidation of 
memory records +o 23 sites. With this change almost all service 
members were receiving a check instead of cash on payday. 
PMIS is oasSically a set of svnecial documents used for acquiring 
Meeoomne! dava which directly affects pay and entitlements. 
Many operational units became PMIS reporting units (RU) 
(currently about 380 RU's) and vrovided the necessary inputs 
to pay via the mail system. PMIS documents were (are) also 


sent to Coast Guard Headquarters for centralized computer input. 





This input was error checked by a software edit program and in 
1982 the system was experiencing in excess of 20% document error 
Peme. This translated into incorrect paycnecks causing 
Geeescional personal hardship, and deteriorating lack of 
confidence in the system. It should also be noted here that 
many smaller operational units without Yeoman (YN) or Store- 
keeper (SK) billets assigned were not RU's for the new PMIS5 
system. Instead their personnel service records were maintained 
at the next higher level of command (usually a Group Office). 
Pipeeweal Seperavion of personnel records from the unit is not 
Smemew cOncept in the Coast Guard. 

In 1980 the 11th District Commander (Long Beach, CA) with 
the approval of the Commandant initiated an innovative venture 
"Ss . ein resvonse to a problem which was impacting heavily and 
adversely upon the quality of life for Coast Guardsmen assigned 
Gee. ." (ref. 1} Subsequently the 11th District Commander 

meeed the provotype Personnel Support Center (PSC) which 

meeey consolidates all the lith District's versonnel records 
(approximately 1272) and provides in a single location "customer 
service" for all pay and versonnel matters including travel, 
transportation and ID cards. 

In early 1982, a special project office (G-P-2) was created 
at Coast Guard Headquarters with a Captain (0-6) in charge. 

This office joined the PMIS and JUMPS (automated pay) staffs 


together and recognized tne critical devendency of automated 


eo 
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maeeon accurate PMIS reporting. The goal of this offic 


(D 
}4 
) 


implement a rully automated and accurate centralized pay 


OY) 
.z 
() 


Three noteworthy early actions of the G-P-2 office were as 
follows: 

eee Fee o- SOltcryea "=. . comments and views of our 
Peers On these ideas and others concerning improved data 
Meera oiOn, Organization and feedback . .." The solicitation 
Was made by an All Coast Guard (ALCOAST) message on the suoject 
of Automated Pay and Personnel Systems. {[{Ref. 2} 

pe Formed an ad hoc committee of Operating and support 
Seeeren Managers at Headquarters to study the concept or 
Personnel Support Centers. A delegation of 13 top level 
managers from Headquarters (including 3 Rear Admirals) visited 
the PSC at Long Beach, CA on 7, 8 June 1982. 

Meee July G2 Solicited from tne 13th District Commander 
(Seattle, WA) a review and comment of regional PSC concepts. 
meme >} «rhe reason for this was tnaat in spite of the apparent 
Msuccess" of the PSC at Long Beach; there seemed to be 
M@eieoutbional resisvance to implementing PSC's servicewide. 

On <4 September 82 the 13th District Commander officially 
miemea.ed COMmmittment to establishing a PSC within that 


Memecrict. iRef. <4} 


pee FURPOSS 
Dee purpose Of Ghis thesis is to document and record tne 


Se-ctise evenys ane results of the prototype PSC in Long Beach 


We 





as well as a secondary test site in Seattle, as an example 2f 
change in a complex organization. By compiling a record of 
what has been done, the reactions of the people to the changes 
Or provosed changes and comparing that with a "desired state", 
I would hope that planners and managers in the Coast Guard might 
gain some insights to assist in developing future change 
Strategies. Subsequently, this research might be considered 
Marrow in it's applicability to other organizations or change 
memmeorons. this 18 by intent and design. If "action research" 
mememeooiral Of Stéps Composed of a circle of: planning, action 
omemeacy-finding about the result of the action; then this 
document (to some degree) constituves the third wohase. 
Implementation of PSC's throughout the Coast Guard seems very 
tikely at this time. Lessons leaned from the test sites should 
be useful to leaders and managers in other Coast Guard 
oer CTS. 

Mite Ciscussion does not presume that innovations direcwl 
related and useful to design and implementation of PSC's in 
Mmiemeeas. Gliard are NOt Occurring in other Coast Guard Districts. 


They in fact are, and this author is aware of several, particu- 


bt) 


Mmeeey on the 3rd, Sth and 17th Districts. However, because o 
Zones CONStraintws this vaper will focus on the efforts in 
meemericm and 13th Districts. 

In addition, this thesis is not an evaluation of plans or 
actions that have occurred in the sense of trying to determine 


imeooe OF WrOne Or Desc. The reader should recognize that tne 
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Senor 1s merely trying wo filter and process a large volume of 
Mimeormation and present it in a format that is orderly and 


possibly useful. 


Cee CONTENT 

ima Chapver Il, the literature on organization theory is 
Mempeewed, particularly in the areas of cesign and change. 
Chapter III will describe the methodology usec to gather 
information and data for the thesis. 

mdings On whatwmas occurred (is occurring) in the 11th 
Pameeeoun Coast Guard Districts, as well as at two US Navy PSC's 
will te discussed in Cnapter IV. This is followed in Chanter V 
[mean analysis of a survey questionnaire administered to 
[eee iN) in the i1th, 12th, and 13th Districts. In Chapter VI 
some conclusions and recommendations boased on the information 
and data discussed in the first five chapters are presented. 
eeu ONS 25 50 how tO continue in the "action research!" 
eeeomwnile implementing PSC's will be outlined. 
Mmeenis thesis the emphasis will be on people rather than 
tecnmnolocy. The current and previous Commandant of the Coast 


im) 


Guard have ooth communicated and emphasized the importance of 


b ty 


<* 
ae 


the people in this organization. The PSC concent o 


(D 


rs an 
Opportunity to make improvements in the quality of life for many 
Gewou GlUeara persons. We have @n obligation to commit our best 


Seeortu bO Uhis changeworocess and insure it's success. 


aye, 





te. Libera nn V Pe 


A. CHANGE IN GRGANIZATIONS 

There is an abundance of literature on the subject of 
Mere szavion change. In this section the author tries to cover 
some of the relevant models and theories whicn could be useful 
in planning implementation of PSC's in the Goast Guard.: Much 
of the material covered in this chavter falls under the umbrella 
Or tne term "Organization Development" Pile oo lteral anter= 
pretation of the words organization development suggests: 
change, improvement or maturity of a group of peovle come 
Memeeier 1Or a DUrpose. some other definitions associated 
feeemeone term Ov include: 

A vlanned change process, oiten system-wide, facilitated by 
eeeeenanze agent", who essentially acts as a catalyst. 

feeeons berm ezfort aimed at problem solving and the self- 
mame OrOcess; using the theory and sechnology of the applied 
Pem@ewitoral sciences, including action research. 

fmphasis on more collaborative management of organization 
norms and culture. There are several models which contribute 
to the understanding of organization change. 

1. Leavitt Model 

Harold Leavitt has done much work in modeling organizations 

and change. In Figure 1 we see the basic Leavitt diamond with 


meOr Gimensions Of an Organization and arrows indicating 


eS. 
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Figure 1 


Leavitt's Model of Organizations 
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Intended direct change. ~-+-- — Indirect change. 


Figure 2 


Targets of Change and Their Interactions 








M@ieeeraction. Surrounding the @iamond is tne environment which 
also affects processes and decisions whicn occur in the organi- 
@eeron. Figure < is a model cevicting what Leavitt considers 
the three primary targets which managers can manipulate to 
produce changes in task performance. 

Seructurc.e Changes in departmentation, span of control, 
vask design and control systems can improve task performance 
in that working relationships between roles are redefined. 

Technology. Improved methocs of doing work such as 
eeemerenines, particularly computers, which can store and retrieve 
information and do revetitive computations with great speed 
Pee accuracy. 

People. Change of people assumes that task verformance 
depends largely on peoples! attitudes toward the task and their 
Seeperxers. Ome vechnicues for people change include: skills 
meemeine, socialization, human relations training and QOD. 

Beaviluumeiluloms that the three targets are not indepen- 
Gent of one another. A change in one is likely to produce 
Siewiees 11 the Others, and it is tne interaction among all three 
thaw really affects task performance. Many managers prefer 
objectively rational approaches and see technical or structural 
change as the most accerptadle. 

2. excellent Organization Model 
The management consulting firm of McKinsey & Co. has 


developed a model (see Figure 3) for understanding change in 


Organizations. Their contention is that real change in large 


ie 





Veale es 
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Meee cutLlons is a flinculoOn of at least seven (hence "7-8 
“Hunks of complexity". In their best seller, In Search o£ 
mxcellence, Thomas J. Peters and Robert d. Waterman, Jr. 

(of McKinsey Co.) have recorded the results of their research 
into what causes some companies to perform so much better than 
Others. A summary of eight attributes which they discovered 

in excellent, innovative comvanies are as follows: {Ref. 5} 

a) Begin with a bias toward action. The best companies 
mmeemrace 2culon Over procrastination or extensive analysis. 

b) Stay close to the customer. The best companies 
Gemma be tneir customers, are fanatics about quality control, 
Pmeioce CUSLOMer SUugsestions for product improvement and 
innovation. 

c) Encourage autonomy and entrepreneurship. At the 
Pepmmeouccessful companies, all employees are encouraged to 
emer ce creativity and practical risk-taking during the 
Seeeeevton Of their jobs. 

d) Understand that people are responsible for produc- 
tivity. xank and file employees are treated as adults; tney 
are viewed as co-equals by management. 

e) Encourage "hands on", innovative values. Winning 
Bempaniecs have strong cultures. Values are maintained by 
Meera! and enthusiastic attention from top management. 

£) Stick to the knitting. The best companies know 
memes -and-ouLS and singular qualities of their particular 


businesses and don't diversify into unfamiliar fields. 


i, 
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g) Keep the forms simple and the staffs lean. 
Staats are kept small. The structures of the companys! 
memezavions are kent simple and flexible. 

h) Employ “simultaneous loose-tight properties". 
The best companies maintain a paradoxical combination of cen- 
ememezed and decentralized properties in their organization 
feeeeevures. they are tight about the things that are truly 
important and extremely loose about the resi. 

Mecording tO \Pevers anaqeWaterman: 


Meret incines were 4a pleasant surprise. The project showed 
Meme clearly than could have been hoped for, that the excellent 
Pepamies were, above all, brilliant on the basics. Tools 
Samer’ > SUbDStitute for thinking. Incellect didn't overpower 
feereom. Analysis cdia@n't impede action. Rather, these 
COmpanies workec hard to keep things simple in a complex 
Somes lney persisted. They insisted on top quality. They 
fawned on their customers. They listened to their employees 
and treated them lixe adults. They allowed their innovative 
product and service champions' long tethers. They allowed 
some chaos in return for quick action and regular experi- 
f@emeation. " 


pome readers at this point may be saying to tnemselves: 

Mmee@eeeeare wonderful ideas and they make sense, but tne research 
feeeeere 10 Commercial business enterprises. How does it apply 
meme a COvernment agency; a military organization no less?" 
Memerence 15 made to a recent speech by Coast Guard Commandant, 
“eee J. S. Gracey on 20 January 1983. {Ref. 6} 

Meeeoinx tnere is mo doubt that the Coast Guard is clearly a 

high performing system. . .We want to assure high performance 

levels. . .We are creating a family advocacy program. . .One 

Or the problems we need to work on is to come to grips with 

problems and solve them. Take a chance. . .establishn a wide 

7 ime l Tr uomeandecontidence. . «give people freedom to do 


m@ieir Gilm@e, cowaO their j0b6. . .freedom to maxe a mistake. .. 
mieececaecme4O take avchance. .." 








Mork on issues, not versonalities. Don't tell me who's to 
Mame, . .(let us) strive to be masters of our own fate." 


emt CO OUT OWN SUUCiCSw . wso it isn't perrect. ft's 
good enough to work on and we'll tune it up as we go. At 

Yeast we'll get on witn it. . .Don't wait for the ultinate 
Seeutton. . .don't Keen designing something. . .don't wait 
Mmemerork OUL every last wrinale. .." 


Miteerpersonal relationships. . .caring about each other, 
memeresDec> for each other in a supportive climate." 


Mee emeeconsult with you and we will listen to you. . . 
your views are important. . .those who are imvacted by a 
Svemoron will be involved in the decision process. . ." 
Without duplicating the Admiral's entire speech it 
should be evident that his perception of the Coast Guard and 
his personal leadersniv and management vohilosophy bears many 
Similarivies to the findings of reters and Waterman in their 
"Lessons Learned from America's Best Run Companies". 
Beeeecener Change Models 
Poon DOG ta tmuOo —eCOpmI Ze llat Many [oOrces act to 
Keep an Organization in a state or equilibrium. Forces ovposing 
Meemeemare also forces supporting stability or status quo. 
eeemeres tO the 'force-field" theory of Kurt Lewin, any 
Memay2Or 1S tne result 9f an equilibrium between driving ana 


resuraining forces {Ref. 7}. Figure 4 is an illustration of 


av) 


Lewin's model. The size of the arrow would indicate th 
relative strength of the force. Using this model and identifying 
Memerar?Ous forces as well as the current and desired states 
fees orovice the "change ageng yaluable insignt for planning 
tee cance. 


fhe forees can be of many types and the behaviors 


PeecperrOrmance Can be thav of an inecividual, group, or entire 


a 





Forces maintaining status quo 


Desired 
Dalance point 
: Present 


balance point 


BOrces for change 
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Force-Field Diagram 
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eee toOn. This equilibriwm eoncept suggests that organisations 


have forces that xeep verformance from falling too low, as well 
[emeeorces tna Weep itv from rising too hign. «Programs of planned 


Change are directed toward removing or weakening the restraining 
Memees and toward creating or strengthening the driving forces 
(forces for change). 

ieVWweeedr Selecta and Ouyners have looked at change in 
another way (see Figure 5); in particular at the idea of change 
Memes ickS Or becomes permanent. It involves "unfreezing' 
the present behavior pattern, "changing" or developing new 
Defavior Datterysand then "refreezinge" or reinrorcing the new 
behavior. 

Unfreezging involves making the need for change so obvious 
mememone Individual, group, or Organization can readily see ana 
ereeeeric. New information, recognition of decreasing effective- 
Weeewenc external pressures might be unfreezing devices. 

iewccemmvermwes impernaluzing new behaviors, beliefs 
Piemeeoot vudes whicn contribute to a common vision of the 
"desired state". 

nefreezging means locking the new behavior into place by 
feweewor sUDDOrtLIngeg mechanisms. Praise, rewards and other 
reinforcement cy managers will be required. Early success 
Gam be valuable to the refreezing process of organization 
change. 

A formula to assist managers in determining whether 


a change effort is likely to be successful follows: {Ref. 8 } 
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CoAmcoe= (D x C x P) > Cost of Change 


where: 

D = Dissatisfaction with tne status que 

GC = Clearly identirtied desired state 

P = Practical steps toward the desired state or a planned 


process for managing the cnange 

Avery high cost Oo: change may be difficult to overcome 
Mmmeeoe bic Ovher three variables are also very high. Since 
ieee is the product of D, C, P, a low value for any one of 
G@estnree will tend to lower the total change potentiai 
Slenificantly. 

we nesievance verCnance 

A major obstacle to the implementation cf new policies, 
Peeeesy Or Mechods Of Operation is the resistance of organiza- 
tion members to change. James A. ¥. Stoner (1982) nas 
meets icd three gensral sources of resistance to cnange. 


a) Uncertainty about the causes and effects of chan 


So 
ww 


OQ 


(D 
67) 


research in general indicates that men and women are creatur 


LM 
re 


of habit. SIO as egemonknewa and Untried 1s very réal co some 
Meese. ven a change that can be recognized as good for tne 
Pee zavloOn may be resented. 


bd) Unwillingness to give up existing benefits. It 


seems inevitable that in any cnange situation some individuals 


0G) 


+ 
YU 


May haye a greater cost than others. These preceived cos 
tamer De in’ terms of lost power, salary, vrestige, quality of 
Temeewor Ouner Ocmerivs and will not be sufficiently offset oy 


Poyerecwards Of the change. 
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ec) Awareness of weaknesses in the changes rcrorosed. 
Some persons affected by a change will have information not 
Someecerea Dy whe chamge agent or change olan. This kind of 
[eemovance May be beneficial in that it will aliow change 
proposals to be modified with consideration toward new 
information. 

fermen eadnG Senlesinger olter six wags of overcoming 
resistance to change. {Ref. 9} 

a) Education and communication. 

Bb) Participation and involvement. 

@) Facilitation and support. 

d) Negotiation and agreement. 

e) Manipulation and co-optation. 

f) Explicit and implicit coercion. 


- 


oe The Change Process 


This section examines three common apvroaches to 
large system change and the problem of motivating others, 
Pramarily from the perspective of too management. The 
eee urOrm Uncerlying this perspective is that no change can 
occur in nierarchical organizations (like the Coast Guard) 
unless dissatisfaction and a new vision exists at the top. 
Top managers must be committed to the change and exercise 
Meeeeemce On OLhers in the organization. 

Top down change. Most top down changes are unilateral. 
That is, only a few peovle, usually at tne top, are involved 


mau ie Cecision-making process. Subsequently these cnanges are 
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Wemaliy introducec very rapidly. Some of tne ways that a 
Gm@emre is communicated includes: 
By decree. "Effective 30 June the following. . .etc. 
mumeeeccmmolorcy, the new way to perform this work. . . 
By replacement. Change personnel. 


Peeecseriuculre. Greate new roles or organizaticnal devices. 


CU 


‘ 


i@eovOmeUD @hance. Perhaps at tne otner extreme from 
memecOD-down, Unilateral approach. Responsibility is usually 
delegated or initiative taken by individuals or groups who 
see a need to change. Some examples of bottom-up change include: 
ey Urdi nang. 
By staff groun. 
Pees Ocrmmenval unit. Change can sometimes be drought about 


oy testing a new technology, a new approach to managenenv 
MP metemesurmeture at One Ccreanization site. 


Pee Comresponsivilicy Zor change. Thisisa more 
moderate approach from the two extremes already described. 
Top management does not decide everything nor do they aodicate 


Sueeeericvy and responsibility for the changes in various parts 


Seeman Orcanizavion. Prere is almost continual interaction 


OF 


Peem@ecr tOp and bovtom levels ana a process of mutual influence 
Seems through: 

Meeraviye communicavion. 

Decision-making task forces. 

Diagnostic and problem solving task forces. 


Tne shared responsibility approach usually takes longer to imple- 


Menu, Olu results in more commitment. Tabdle i wvrovides an evaluation 





H 


SqO0TTO 
TeuotqounysAq 


(9G°d sf ge Ms sotbayerys obueyd JO UOTIeNL[LeAY 


tT 9 TGQPd, 


UDTIT = Hy WNT pean = W 


H 
Ate i 
W 
SQ[nsoy patystqes 
(A9uduUPUIId) uTeAQAS WAL, pesads SOTOUINATASUOD 
joes Huoy oTdtq raw 


VINALIYO NOLLVNTITAd 





MOT = J 


P9IAPUS 


paqyebsatoqd 
IO 
apwea70d 


Teszaqe[tun 
IO 
umMoqg—do,, 


obueyy) 


03 yoreoaddy 


a 





of the various change strategies. {Ref. 10} The Shareu 
aporoacn seems to vrovide tne best overall benefits to an 
Organization. 

in Summerigete Chism@secemon on change, the US Army 
Organizational Erfectiveness Center & School (Ft. Ord, CA) 


Mas come up with a very simple but succinct statement: 


"When you manage change in a complex system, you can achieve 
Sey ~wwO Or these three outcomes: 


GOOD PAST CHEAP 


B. ORGANIZATION DESTGN 

mimorzaniZation 1s a system designed to accomplish shared 
Pieposes. {Rer. 11} A common way of looking at an organi- 
Meeeeom 1S tO check tne formal structure which is intendea to 
Memeomiy the Specific tasks, responsivilities, and coordinating 
mechanisms among the various roles. Mintzodere (1979) defines 
Peeeerure 425 the sum total of the ways in which an organi- 
memo civyides its labor into distinct tasks and then achieves 
C00rdination among them. The concept of organization desicen 
fmeeers £rOM a2 COmbination of our definition of organization 
and the concept of strategic choice. {Ref. 12} Galbraith 
(1977) suggests that organization design is a design process 
intended to bring about a coherence (or fit) between the goals 
Sueur Doses Of the Organization, the patterrs of division ofr 
labor and interunit coordination, and the peovle who will do 


eh 


Garescawd y 


the work. Figure 6 is a model depicting this 


metatlonshinp. 
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Andrews (1980) suggests that the strategy of the orecanization 


feed come first and be the chief determinant of organisational 
Seeueture and the processes by which tasks are assigned, and 
Dy which performance is motivated, rewarded and controlled. 
wemeeeruher notes that: 
Meee 2 Ongoing Organizations formal structure may not be 
Meteiotly changed without great cost. . .Restructuring the 
Organization becomes a subgoal to be worked toward over a 


overiod of years - perhavs without the interim publication 
of the ultimate design." 


ieee tne Organization and Task Uncertainty 

Modern organization theory places a great deal of 
memes s ON task Uncertainty as a critical condition aifecting 
@eeeeization design decisions. j{Ref. 11} An oversimplified 
Way Of looking at an organization might be in terms of an 
eee” )6€Ord "mechanistic" system. 

fmeeorcanic sysuem amplies the qualities of a living 
Seem wlth structural tlexibility as a key characteristic. 
ahese types of systems seem more readily able to change and 
adopt responses to new situations. Mechanistic systems, on the 
Other hand, like tne name implies are more lixe a macnine 
Meerentecad fOr efficient operation. A bureaucracy is perhaps 
Miemeoure mechanistic form. Ail aspects of job design, work 
relationships and responsibilities are clear and well defined. 
People know what is expectea of them. Reward and control 
systems are correctly emoloyed. There is an organizational 
rule or ovrocedure to cover every possiole situation that 


might be encountered. 





Postel dee recOcnized that there are advantaces and 
disadvantages of either the organic or mechanistic forn, 
Gepending on the degree of task uncertainty faced by the 
MeeesatlOon. Ficure / illustrates this concept in terms of 
Organizational choices and their consequences. 

me the.Desien of Positions 

Robey (1982) identifies four basic approaches to the 
[feaen Of soOSsitions (tasks or activities that a person 
performs). The scientific management approach {Ref. 14} 
meeemeces j}00S which are nighly specialized and leave little 
Sweet oti on for whe worker. Managers plan, organize, and 


G@onpre! work activities. Workers follow directives. 


Job enlargement (horizontal job loading) promotes 





inereased variety giving the worker more elements of a job 
@emeeerrorm anc a longer cycle time for the job. This causes 
the work to seem less repetitive. job enrichment (vertical 
job loading) has been promoted by Frederick Hertzberg. The 
Meese CONSISts Of MOving certain managerial functions down 
wo uhe level of the workers allowing them to make more 
G@ecisions and control their own work. 

A fourth approach, creation of autonomous work groups, 
Bmeeoresponsidility for planning, operating and controlling 
Meme rOuD O1 workers. This essentially leaves decisions on 
task design up to the members of the work group. The greater 
fmeeretion brings uncertainty for management adout the exact 
manner in which work is accomplished and who is responsible 


ie tee otalaty circles” could be considered an attempt 
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GO provide job enrichment and enlargement without going to the 
extreme of creating autonomous work groups. 

Recognition of differences in individuals is an 
important part of designing joos. Tne tendency is to assume 
Ghat enriched or enlarged jobs with greater autonomy is more 
desireable; but, research shows that some peovle are more 
Satisfied with jobs that are narrow in scope and do not 
meet ve much planning and control. 

3. Span of Control 

Division of work and departmentalization are the ways 
ieee h Organizations attempt to increase productivity and 
“emmerency., Coordination of these different activities may 
Memeomsiacrea the essence of managerial activity and involves 
miemeomeent Of span of control. This term implies supervisory 
eontrol, specifically, how many subordinates report directly 
to a manager. Numerous management writers have addressec 


thas Subject anc choice of an appropriate span can be a source 


of mucn debate. According to Stoner (1982) span of control 


b+) 


ec oly ec 


cD 


mmeens Lhe Sificiene utilization of managers and the e 


4 


memrerMance of their subordinates. Too wide a span might 


Moun Managers overexvending themselves and subordinates 


4 


fememerecciye LOO little guidance or control. On the other 


ol 


Venu ‘el 9 


lad 


meememtarroOw 2 span could result in the underutilization of 
Managers. 
opan of control is a key variable in organization 


design. It affects the shape (i.e., height and breadth) of 
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fue, 


the organization chart. {Ref. 11} Some researchers a 


cr 


D 
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justifiably, that a count of tne number of subordina 
reporting tO a supervisor does not adequately measure tne 
closeness of the suvervision. {Ref. 15} Personal styles 

of supervision vary widely and there are many sudstitutes for 
@irect supervision as a means of control. Most classical 
Gheerists recommend a rather narrow span of control for two 
basic reasons. Some psycnological research has shown, or 
See susS thay human information processing capacity is 
limited. Secondly, Graicunas argued that the number of 
Meotble invberactions within the subordinate group increases 
geometrically with the size of the group. 

According to Robey (1982) there are three conditions 
bmemeearrec. the span of control: task uncertainty, vrofession- 
Meee ond intercependence. In general, wider spans of control 
are possible where task uncertainty is low and professionalism 
Meee Conversely, high task uncertainty combined witn low 
professionalism might indicate a requirement for narrower 
Span of control. in between is where the difficulties lie. 

The organization designer is not applying formulas to derive 
Uiemeorrect, SUDeErvisory ratio; but rather invoking an 
Mae@erstandine of theory and strong familiarity with the detaiis 
Of the Organization. 

Lockheed analysts selected and defined what they frelt 
influenced the span of management: {Ref. 16} 

a) Similarity of functions supervised: the degree io 


e or cifferen 


2 a 


march wae bhUneC.eLoGns Or SUDOrdinate tasks are ali 
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b) Geographic contiguity of functions supervised: 
how closely located to the manager the functions or supordinates 
ee. 

ec) Complexity of functions supervised: the nature of 
meme o1Ons Or tasks for which the manager is responsible. 

d) Direction and control needed by subordinates: 
tne degree of supervision that subordinates require. 

e) Coordination required of the supervisor: the 
G@eeree to which the supervisor muss try to integrate functions 
Gemeeasks within the subunit or between the subunit and other 
Parws Of the organization. 

f) Planning required of the supervisor: the degree to 
which the manager will have to vrogram and review the activities 
Seems Or her subunit. 

¢) Organizational assistance received by the supervisor: 
how much help in term of assistants and other support personnel 


the manager can rely on. 


Hes Other Design Factors 
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There are many other design factors in the li 
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which will not be detailed in this paper. For examn 
Mintzberg (1979) identifies nine design parameters and breaxs 
them down into four groups (see Table 2). He suggests that 


Mme desien assumes discretion, an ability to alter a 

Syouem. . .in the case of organization structure, design 

means turning those knoos that influence the division of 
lapor and coordinating mechanisms, thereby affecting how 

the organization functions - how materials, authority, 
information and decision processes flow through it." (Ref. 17} 
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Some Other factors affecting design include: 

a) power and conflict 

bd) age and size of the organization 

e)} organizational growth and decline 

d) environment 

e) technology 

Pi summary, Organization change can involve manivoulating 

meeweeormal structure; but, this is not the oniy variable in 
Mememermangse formula. The reader must also consider the iess 
Gomes le facuors such as: shared values, style, .. .ete. 


(Figure 3) 


Laie 2 
Grouving of Design Parameters 


(Mintzberg 1979) 
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TIT. RSESHARCH METROD AND SURVEY DESIGN 


This chapter is intended to acquaint the reader with the 
method and precedure by which the author attempted to acquire 
information and data. The author's initial avproacn was to 
become totally immersed (in a macro sense) with all facets 
and asvects of the Coast Guard organization remotely associated 
memmecne FPSO project. It became apparent, relatively early 
on that this could become an overwhelming task. Subsequently 
a decision was made to focus on Yeomen personnel, the historical 
events of the implementation of tne PSC in Long Beach and 
GmeOane events in Seattle, including the reactions of those 
involved in the process. The US Navy's activities and 
@xperzences with the PSC concept was also considered to be 


[eee uhe scove of this thesis. 


Ase toe DATA AND INFORMATION GATHERING PROCESS 

Mme initial impetus for this thesis was provided by the 
Captain (0-6) in charge of the Office (G-P-2) at Coast Guard 
Headquarters, which as previously mentioned has the goal of 
implementing an automated vay system. Many documents including: 
Mimeeeaives, Dlianning vapers, memos, letters, etc., from 
Headquarters, were provided to the author. In addition 
contact was made with the Personnel (p) Division Chiefs of 
mem lith and i3th Districts by the Headquarters Gaptain to 


Beet tuacesoae auunor'’s efforts with information gathering. 
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On i February, 1953 a visit was made to the Coast 1% 
Memetine Center at Petaiuma, CA. This is the location of the 
YN "A" School (basic skill training for entry into the YN 
Pomeiene ) . This visit revealed two useful vieces of information. 

memeeices YN "A School@was 20 the process of setting up a 
Omeemeulum for training students to use the C-3 Coast Guard 
Computer terminal for preparing PMIS documents. 

fee the administrative section of the Training Center 


thew 3 


ty 


command was an operational test site for the use o 
oweeepes in actual PMIS document preparation. 
Subsequent to this visit and partially as a result of 
interviews/discussions with Yeomen people a decision was made 
Pomeemoucy 42 survey Or Coast Guard Yeomen ay large. Detail 
Or yene survey questionnaire is in the next section of this 
chapter. 
Mae 10th and llth of Peoruary, 1963 were spent visiting 
the iith District Office in Long Beach, CA and the Prototype 
Pm caved av Sase Terminal Island, San Pedro, CA. Discussions 
and interviews were conducted with staff officers in: 
Personnel, Planning, and Telecommunications (computer systems 
management). Many documented records (letters, memos, etc.) 
Meeeemoocrained during this visit as well as a very rich historical 
persvective from severai individuals who had been involved in 
Meee ntvire POC evolutionary process. fhe intent of tne 
interview process was to nave the minimum structure possiole 
and just to get the interviewees talking about the PSC anc 


eer e percenpvions abou it. 
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Durine the next several weeks surveys were distributed in 
the 12th and 13th Districts and responses were being received 
from iith District surveys. The survey data was placed in a 
file on the Naval Postgraduate School's (NPS) IBM 360 Computer. 
A program using the SPSS (Statistical Package for the Social 
Sciences) software was developed to compile and analyze the 
G@ewee. Also during this period regular vohone contact was 
Piemecined with the 13th District Personnel Division. They 
provided the author with papers (letters, memos, etc.) related 
nome Ongoing PSO project, which interestingly they (13th 
District) were calling RPSC (Regional Personnel Support 
Center). 


Part of the author's education requirements inciuded a 


ES 


two week "field experience tour" at a US Navy ERMD (Human 
Resource Management Detachment). A visit to HRMD Whidby 

Island (approximately 100 miles north of Seattle) occurred 
[ieee tne last two weeks of March '83. This experience 
provided two opportunities related to this thesis: a two day 
feeeeas one |}5th District Office, odservation of an operational 
US Navy SC at Whidby Island including an extensive interview 
With the Orficer-in-Charge. This latter experience proved 

vO be quite valuable in that there were notable differences 


between the Navy PSC at Whidbdy Island and the local PSC av 


NPS. 


Be. SURVaY DeSIGN AND RESPONSE 
The decision to conduct a survey of Coast Guard Yeomen 
was motivated and influenced by several factors. 
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1. Of all the planning efforts and work being done toward 
Pem@ecottdation of service records and implementing tne PSC 
concept, there didn't seem to be much input or consideration 
Cf ideas from the "core" group of working people (i.e., the 
Yeomen). 

eee The PSC function of the Storekeeper (SK), while 
currently relevant under a manual pay system, is perceived 
feeeenne Climinated in the future under an automated pay 
System. Hence, surveying SK's was considered unnecessary. 

Oe ceveral Yecmen , during early interviews, had indicated 
very different percentions of PMIS and JUMPS and how it 
related to their work. 

meine 11ch District Commander's revort {Ref. 1} indicated 
that 

Meee omen vhrouchour the District expressed grave concern 
m@eeu. their career cdevelopment, and the penalty they might 
have to pay because they did not have PMIS experience. . . 
(PSC, YN) expressed no qualms about returning to general 
omar. . (Cf 

mae Cesign Or the survey questionnaire was constrained by 
e@emerunOr'’s Cecision to limit the length to 3 pages. The 
Mepeemrere was that a shorter instrument would increase the 
likelihood of a higher resvonse rate and also enhance the 
quality of data from the open-ended question because more 
time would be spent on it. Another difficult decision was to 
tamit the sample to all Coast Guard YN in the three (3) 


meer COast Districts. itemcnores, Of toe 11th and 13th Districts 


Mmmeocululye,, 0UG, Lhe Ie2th was selected simply itor convenience 
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Mmiecis uri bution. The question as to whetner the seleteted samcie 
is representative of tne total Coast Guard YN ponulation can 
Seeeeinly be raised. 

The questions (see Appendix A) selected to measure: 
fMemevyacion (6,7), satisfaction (8,9,10,11), evaluatior/ 
recognition (12,13), and leadership/management (14,15,16,17) 
were taken from a suandard Navy nAkM survey questionnaire 
{ref. 18}. It was felt that these questions had been adequately 
tested (through time and use) to meet validity and reliability 
Seeeeetta. Ine remaining questions were created by the autnor 
tO evaluate use of labor saving devices in general; use of 
meme > COast Guard computer terminal and attitudes toward it; 
Yi work preferences (22); and one question (each) for factors 
of time spent, competence and training (23,24,25). 

THe survey distribution and response record can be seen 
in Table 3. The author labeled ana mailed questionnaire 
Pecomeecne | 1th District Office on 10 Feoruary 1983. The 
Uescerrct personnel roster was used to identify all the 
Meememeourict. the PSC questionnaires were completed and 
meee c FO tne author during the 11 February visit at that 
Unat. fhe 12th District questionnaires were distributed in 
meer ar manner on 1 March 1983, (i.e., author visited 12th 
District). The 13th District questionnaires were mailed <o 
Memeo oricy Wich telephoned instructions regarding distribution 
mmecedures. 

The overall response rate was considered quite good 


5 


(73.2%) with the 11th District being the lowest and the 12th 
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Table 3 
[Ugo eee DUucl Ons and. Responses 


Date Event 
2 -8-83 Pretested questionnaire, 3 responses. 
g-il Deoee ouMewon Mae tith District (592 questionnaires) 
2-11 9 responses (PSC) 
2-14 9 responses (mail) 
2-16 4 : y 
2-17 8 : 
2-18 5 i " 
2-25 i i " 
2-256 a a " 
3- 1-83 Dio eomotenenea ma 226 District (96 questionnaires) 
3- 1 VWeaeltecd JomqUesttonnalres co lsth District 
3- 3 6 responses (mail) 
3- 4 16 : 
258 211 : 
3- 7 5 " a 
pec g : : 
e- 9 2 . “ 
3-10 4 i 
3-11 4 3 " 
e=12 20 u iy 
3-14 Lys . e 
oe 15 3 : i 
3-15 3 i - 
e— | / 8 m : 
3-18 aio : : 
3-19 . i 
S—21 3 i a. 
B=22 to 3-30 5 . : 
4-2 to 4-14 13 a ‘ 
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District highest (see Table 4). Table 5 shows the number of 
respondents in each paygrade and compares that with the total 
authorized YN billets for each paygrade (as determined from 
the Coast Guard Enlisted Billet Manual). The lowest paygrade, 
Mijemta-24) is the least represented (7.2%); but, the overall 


Sample represents 10.9% of the total population which is 


considered quite revresentative in terms of quantity. 





Geographic 
area 
Mech District 
meen District 
Moen District 


feet ail: 


Paygrade 


YN3 (E-4) 

YN2 (E-5) 
| YN1 (E-6) 
YNC (E-7) 
YNCS (=£-8) 
YNCM (E-9) 
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ene 
Respondents 


37 
66 
a 
20 
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Survey Response by Geographic Area 
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Responses Response 
30 oo oii 
i Tae 
fas VRC 
186 ase? 
5 
Total % 
Authorized Response 
Billets 


ones) i 
516 1 ae 
438 2 a 
185 LQge3 
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IV. PERSONNEL SUPPORT CENTER FINDINGS 


feeeetiinh DISTRICT PROTOTYPE PSC 

The initial impetus for change in the 11th District seems 
to be attributable to two factors. 

fee temale ma the pay section of the Gomptroller's Office 
was extremely low. The management reasons for this are not 
elear; however, a specific perception was that upon entering 
Mmeeeeotsace a 'customer" tended to feel very uncomfortable. 
Personal pay proolems in the District seemed to be the norm 
Pomner than the exception. 

meee ine District Hearing Officer (dj) at the time (1979,80) 
had a strong interest in personnel and one can presume that he 
was probably exposed to many UCMJ (Uniform Code of Military 
Justice) cases involving problems perceived as directly 
attributable to the pay/personnel system. This officer was 
Miemeumental in initiating much of the early effort toward 
Smeeeeeturalized service record management systen." 

During the February-March, 1980 period, the dearing Officer 
and his Warrant (pers) assistant in cooperation with the 


District Personnel Officer (p), sought and received to 


Oo 


management support for this special project (i.e.: centralized 


service record management). The District, Chief of Staff 
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(Ceo aeeecawvoralloOw Work on this project on a "not-to- 
interfere-with-present-dutues basis." Momentum on the project 
DeeePt rapidly with the apparent enthusiasm of the innovators 
(including the des). Bureaucratic lethargy or processes were 
Dierere tO cOntain this desired movement for change. 

meee 22 March 1980 letter to the Commandant (G-P), the 
Meee erstrict Commander was very proactive in stating his 
intent to establish a consolidated records management system 
Ween the District. The provosal was to be a 12 month test 
and included several key elements: 

1. Use of existing personnel (Yeomen) resources. 

Pewee nelocation of those personnel to staff a "Personnel 
Records Maintenance Branch" at Base Terminal Is. (separate 
from the District Office). 


c. ioeciat servicesior ali units in the immediate 


Ma fee 
On il 
~~ = 
t- 
tu 


(Los Angeles, Long 8each) area including approximately 
Seevtec records. 

fee initial use of conventional methods (manual) for 
Peeyi2ce record maintenance. 

meme invent to investigate use of office technology ror 
eucomation of work processes and to expand service to the 


Sa@eere District. 


"The District Office Chief of Staff position is normally 
occupied by a very senior Captain (0-6). ioeors nary duos 1s 
ieee OoOordcinate the efforts of the District Staff and ne is 
also the first in succession to command in tne event of tne 
absence of the District Commander. 
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The Commandant's agreement to, and support for this srojtct 


Peoguared little action other than: approval, ammendment to the 
Meeeoemanueal of "reporting unit" designations, and a few 
personnel reassignments. Formal approval (letter form) from 
Commandant was dated 1 May 1980, just 37 days from the date 

of the initial proposal. (Note: One can reasonably sreculate 
that much informal communication between the 11th District 

and Headquarters was occurring during this period.) [In 
SeeeietiOn With approval for this project the Commandant 
Meeced a requirement for quarterly revorts to identify 
specifically: (1) lost manhours to commuting; (2) ease of 
data retrievability by supported sub-units; and (3) effects 

On career enhancement of Yeomen (YN). 

The "Records Branch" was establisned in May i980 and was 
oeemepo Claim almost immediate success in terms of PHIS 
mmeeacy and speed. Aithough there was some resistance to 
MiieseOrganizational change the enthusiasm and conviction of 
Mew ces” 2S well as his Organizational position power 
Memo, Coast Guard Cavtain) sustained the momentum. 


PemvanWary of 19381 the PSC had integratec the function 


() 


Or PMIS, pay, travel, transportation and identification Cards 


Memeo sifigle organizational entity under the same roor. 


2 


Meemeeiatial Organization structure for the center is shown in 
femeere ©. By the summer of 1981, the 1ith District was 
Gememane thay the time required for executing FMisS documents 
and vosting that information to pay records nad been reduced 


from 78 days to 6 days on the average. 
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Figure 8 


Oeeapizatmemmouricture llth District PSC 
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In August of 1981 a planning proposal was submitted to 
the Commandant to establish the Personnel Support Center (PSC) 
as an indevendent Command (instead of being a branch under the 
Dmeuriet Personnel Division). Authorization for this chan 
Was received in May 1982. Subsequently, tne PSC at Base 
Terminal is. was commissioned as a separate unit on 22 July 1982. 
Also during the summer of 1982 the officer (Captain), who nad 
weeeeene "des" for the 11th District during this period, 
meee frOm tne Coast Guard. 

mie reader seeking further detail as to the evolution of 
e@eerPoC should acquire and read The Eleventh District's 
Personnel Support Center: An experimental approach to the 
mipmoevement of the quality of work life, prepared by 11th 
District (dt), 1 December 1981. This report has received a 


fairly wide distrioution. Several Coast Guard Flag Officers 


“— 
cr 


op management) have responded favorably to the successes 


"OS 


@eemeedes 11t4o District PSC. {Ref. 19} The remainder of this 
section is more directly developed as a result of the author's 
eee oO Long Beach in March 1983. 

several changes of xey people on the District staff hac 
occurred the previous summer (1982) and there still seemed 
wowde much debate over the issue of PSC personnel resources; 
meet icaliy billet levels for YN and SK's. There was a 
strong relunctance on the one hand to request additional 
personne! resources from the Commandant. This was due partly 


tO previous commitments to conduct the PSC prototype experiment 
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without additional personnel resources, as well as tne wide- 
spread acclaimed successes of the PSC. (". . .requesting 
resources which are not clearly justified could result in 
the death of the PSC concept servicewide.") Previously the 
Seeemoced assignment officers had provided over-staffing of 
M@emroc; buL, that windfall appeared to be on the verge of 
Meeeiauion. There were several other factors contribduting 
to the active debate over personnel resources at the PSC 

eee ol lows: 

lee tine addition of approximately 350 service records 
meemeune oO UNits most resisvant to the PSC concent and to 
fees UD Loeir service records. This transfer of workload 
to the PSC was done without any billet increases. (i.e.: 

The units affected gave up service records; but no YN billets.) 

Bee 2 perception that Headquarters was creating a work 
standard of 100 records per YN. The current average at the 
PSC was considerably higher (see Table 6). 

3. Personnel transfers were perceived to be causing 
Seeeeis in two basic ways: lack of continuity with billets 
Pmeeame 7Or several months and inadequately trained or 
Seeeteted (YN reporting for duty. The turnover rate also 
Seems excessive at <3 YN assigned to i0 billets in 30 months. 

4. The C-3 computer terminals were installed; but not 
Betne used for PMIS document preparation due to system 
problems. General perception was that C-3 would not provide 
Meeater Ciiieéiencies than the Lexitron wora processors currently 


being used. 


pie 





Table 5 


YN Service Record Workload at PSC 





pallet No. of Records 
jee 185 

E-4 100 

Ba-4 127 

So LSé 

=. Ups) 

E-5 2 

E-6 148 

E-6 200 
Total HE 


* Average 159 records per YN 
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moembions Of a leyuer written by the CO of tne PST to the 
Memes sSerict Personnel Cfficer on the subject of personnel 
allowance serves to further illustrate some of the concerns. 


ieee -Poo is a unit of the Coast Guard that requires other 
functions to be performed besides maintaining service 
Mmeeords, . .av no time have i ever had the desire to be 

See -Dilleted. . .we have run a ‘shoe-string' organization 
Since the day of inception. The Warrants (commissioned 
Warrant Officers) at this unit have performed cleaning 
details, carried furniture, made serv-mart runs and other 
Meeeral duvies to keep the Sk and YN personnel working on 
personnel and pay matters. .never been at a unit that has 
experienced as much personnel turnover as has havvened in 
Diem past wwO years. . .the installation of computers nas 
Mot speeded up paperwork. ..I believe we have done the job 
required when the center was established. I requested this 
altowance change and documented the reasons approximately 
Meee months aco. . .run the PSC at the personnel level that 
Memon une allowance list (8 YN), we are in deep trouble... 
m@emurae Variance in actual record handling is due to the 
fact that no two horses can handle the same identical 
amount Of work. A standard has to be establishec for any 
Beemization. However, no two people think, work, or do 

at tn® same speed. . .ir and when the standard terminals 
(C-3s) are connected with tne Pay Center, possibly less 
Pereonnel would be required. . .don't think we should be 
allowed to sink, waiting. . .do not think we should plan 
Seeetunning the PSC on an assumption. . .'! 


Me@estirst CO of the PSC, who had been with the project 
papeeewanception provided this author with some confirming 
Soservacions regarding the implementation of organization 
ieee 21S personal commitment and belief that the PSC 
Pemeeou would work was very evident in his attitude and the 
Memes SOOKE about the project. A description of how the 
District, Chief of Staff used to visit the center every day 
amas constantly call on the phone to check up on things provided 
the image of a motner hen and her chicks. The enthusiasm or 
the PSC starf toward their work provided evidence of good 


leadership and management vractices at this unit. The pnysical 
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feet Of the building is conducive to good communication and 
teamwork processes. (i.e.: open bay with all YN and S's in 
Mienscome larce room. ihere is a separate area for customer 
Sememee and Identification cards.) 

On first arriving at the PSC tne author requested TAD 
(Temporary Additional Duty) orders and provided the YN with 
Mmeeny Of messace orders authorization. In less than 10 
fecs che task was completed, correctly done and the Y¥N 
seemec pleased to nave been able to help. This incident 


MWemeeea tO define for the author the term "customer service". 


fees. DISTRICT FINDINGS 

memcone Gime of this writing (May 1983) the 13th District 
RPSG is not a functioning organization element. Many parts 
of the District are working toward a desired "start-up" date 
Weeeoentatively planned for mid-summer. . ." {Ref. 20}. 
Memeo ology of the events which have occurred to date in tnis 
meemecy, are as follows. 

fe | July 1982. Letter from Commandans to 13tn District 
Commander. {Ref. 3} ies letwer soOlireies aNput on woe SuUDject 
eee Ss. Jt also includes several enclosures and addresses 
"the case for regionalization of PMIS/JUMPS" as well as a 
proposed regional (YN) billet structure for the 13th District. 

eee 24 ocepuember 1982. Commander, 13th District responds by 
Mescace tO Commandant {Ref. 4} stating intention to ". . .supvort 


[meer Of the concepts. . ." which means imolement a RPSC 


Mmeethne | 50h District. 
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ae eeeemaer 1762, District Commander solicits input 
Meee 21} rrom Seattle area units and District staff divisions. 
Mimo cuver cOnNtasmMs a variety of background information 
miemarnie: ithe implementation of JUMPS, the 11th District 
expemtence, office automation and information technology, 
Oroblems and concerns, tentative plans for implementation in 
eee oen District including the sources of billets and an 
Organizational structure (see Figure 9). Interestingly, 
bmere 1S noteworthy variance in the proposed billet sources 
(i.e.: identifying what units would give up which billets) 
from that suggested by Commandant. 

me So December 1962 to 17 March 1983. Letter and nemo 
meres Submitted to the District Commander. (A summary of 
these inputs is included as Appendix 3.) 

fem i> December 1932. The CO of Supovort Center Seattle 
met with other Commanding Officers (CO) of units co-located 
on the Seattle waterfront to discuss the RPSC vorovosal. 

e@. 22 January 1983. Commander, 13th District message to 
Beempem@eant {rer. 20} ". . .to report progress toward a RPSC 
in the Seattle area. . ." 

Meee 7, 20 January 1983. Division Chief of Personnel (p) 
wemeeor, visited 11th District for PSC familiarization. 

8. 2 February 1983. A request was made {Ref. 22} fora 
GCast Guard Reserve Officer to come on active duty to be a 
meer time projecu officer for the implementation of the RPSC 


(duration approximately 120 days). 
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97. & February 1983. A meeting was held at Support Center 


ct 


ceattle for the various Jistrict staff elements and units 
Mmporved in the RPSC project. The stated agenda for this 
Meemwenes included: location for the center, YN resources, 
Operating procedures, organizational identity, etc. 

10. Mid-March 1983. The District Commander retired. A 
Reserve Lieutenant (LT) reported to work on the RPSC vroject. 
fie nas a good management background as a hospital administrator 
Paemees Sxperienced in the area of organization change. 

mee oe oe Cio Ne swauthor Visited 13th District. 

During this time veriod between December 1982 and May 1983 
progress has been made in several areas toward the imolemen- 
tation of the RPSC. Specifically, it has been decided that 
the RPSC would function as an organizational element (division) 
of Suvport Center Seattle and would be physically co-located 
With that command. The necessary engineering, communications 


io 


emmeomOULer SUpPpOrt ACtiVities are in progress to prepare the 


required RPSC work space. An officer (LT vice CWO) has been 
Bemecvcd to be in charge of the RPSC organization. Tne wtentavive 
Organizational billet structure identifies a complement of 37 
personnel. These billets (particularly YN billets) have not 

been identified. One of the apparent major issues or debates 
meme | 3tn District at this time (not unlike the 11th Distric®) 

is over YN personnel resources (see Avvendix B). The unwillingness 
Sune Various Units to give up YN resources to tne RPSC 


seems to be vased on several factors: (1) uncertainty about 


what Kind of service the RPSC will provide and how that will 
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reduce existing workloads. (2) A sense of inequity (i.e.: 
Mem iesivineg Up more than others."). (3) Concern that unit 
Missi0Ons will suffer as a result of giving up YN billets. 
Mmewdecs NOL Scem Unusual to this autnor that there is a 
Bee reluctance to give up YN billets. Whether the arguments 
feeeweee al, perceived Or otherwise it seems to be an organiza- 
tional fact of life that you don't willingly give up vcersonnel 
Meeemreces. Logic and rationale can always be found to justify 
Meese poslition. We live in a "more is better" culture. 
Organizations (particularly bureaucracies) tend to grow, 


not decrease in size. Receoaren sends to confirm these 


@Oeeervacvions. 


GC. U.S. NAVY PERSONNEL ADMINISTRATIVE SUPPORT SYSTEM (PASS) 
In early 1979 the Navy established a consolidated system 
Beep ovineg pay and personnel support to Naval personnel and 
commands ashore. {Ref. 23} The PSA (Personnel Support 
Activity) network is composed of Detachments (PSD) and Branch 


zt 


Offices (PSBO). The Navy system allows for PASS offices to 
Semeeeesorumensws Of ExXiSting commands or a sevarate activity. 
Meee >be Criteria for making this determination are as 
ieeOw Ss : 


eb 


jie “aiAtaining the number of separate activities to a 
minimum. 
2. the size of the proposed PSA, both in geographic area 


and in number of people and commands to be supported. 


ce Lioteaament ct torent Claimants in the PSA area. 
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eee ode: COMel comer ions, such as joint staff relatibnsnips 
Meewentertaces with foreign nations. 

5. Tne actual need for command status to achieve PASS 
Meets, aS determined by the major claimant. ~ 

The Navy PASS office system supports personnel and records 
in the following categories: active duty ashore, reserves, 
students, temporary ashore (i.e.: deployable squadrons, 
construction battalions, etc.) and some miscellaneous categories 
Seer es Dauient status or disciplinary pending. The size of 
@eeerorious PSU's and PSBO's vary from supporting a total of 
meee LO almost 11,000 service records. In terms of the 
emeer Of different units supported the variance is from 1 
memo. tne entire system supports approximately 4400 units 
waemerecvotal of 353,000 personnel records including 21,000 which 
egemer or deployable versonnel. There are a total (1979) of 
[eee Offices in the U.S. Navy system world-wide. 

Originally the PSD's and PSBO's were billeted with a Warrant 
Meee Or a Chief Petty Officer as the Officer-in-Charge 
(0O.2.C.)}. Today, the majority of these vositions are filled 
by Lieutenants (0-3) and Lieutenant Commanders (0-4). One 
Naval Officer stated that the reason for this was that the 
higher grade officers (as OIC's) were better able to communi- 
cate and interact with the more senior officers of supported 


commands. 


“Major claimants in the U.S. Navy are: CINCLANTFLT, 
oerorechuh, CINCUSNAVY=2UR, CNET, CNO, NAVCOMPT, CHAVRES, etc. 
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The author was curious about service records for Naval 
Peeeonnel assigned afloat. tach command maintains their own 
records vrimarily because most Naval vessels (ships) deploy 
Meme oout six months (or longer) at a time. With respect 
tO aviation squadrons that deploy, their records are transferred 
Memene aircraft carrier unon deployment. 

During the author's visits to PSD Monterey and PSD Whidby 
Island there seemed to be a general atmosphere of customer 
service, productivity, and good morale. The major cdifference 
between the two was the physical arrangement of the work 
Space. Monterey has several separate rocms and offices for 
Ghe various divisions and sections. wWhidby Island has a large 
Speen, bay set-up with a customer service desk and waiting 
@mea. Another ditference was in size. Monterey nas a staff 
of 30 and sucports apvroximately 1600 records. Whidby Island 

Mmeeerts about 7/500 records with a staff of $5. 

fey PASS offices (PSD or PSBO) are organized functionally. 
The tendency here is for speciali ion within the Personnelman 
(PN) rating although suvervisors did indicate that rotation 
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cr 
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beet ventis voo Marrow @ focus by che individual. 

Meson arranzements with supported units are a normal practice 
at the Monterey PSD. Figure 10 is the organization chart for 
mewenonuerey and represents a structure which is standard 
Mmeeeuenout the Navy system. The following sections, extracted 
from PSD Monterey's Organization Manual {ref. 24} should clarify 
ror the reader tne missicn and functions of the PASS 


Smeeanization in general. 


a9 











: ee <i eee 





ieosta 
SjunoOo.oDY Akg 


em 





Aeg Ageqtttw 








AddaqyuoW dSd do] 


OT B2INnsTyJ 
s-a 6 
Sha algal 
clap 
TAZSG Jowo sng 


uoT PZUOdSURT, 
Adyono, OLTqnd 
9 [SAPRJ], 





— 





tes, 
lien Pe pee ae, 


pub [SAR], 





—- 


Trew) UO eZLueda(H 






Spdeo “d'iI 
JOUPUSLUTPW 
pIOos9y 
JaTSUBT, 
jadpaoay 








(bal 


oN A Sr eS ee Se 


T PUUOST 9d 


AJPVLL UW 


eer ee eee ee ee ee 


— ce Na 
or eee -_ a See 


~~ eee Oe 


Gael 


asTPYUQ-UT-A9I0TIJIO 


JUPRLSTSSY 


ee ne 


one eee WO eo oe 


HOMO 


EE AT A a AS A ED 


—— oe 


asIPUDQ-UT-ATe0TI JO 


me ee ee 








ei 


eC 
Spel = 
Sigel 
DATISAY PI9ROISTIS 
BUTSSIOOdg 
Ped pozewo {Ny 
SATLEALSTUTUPY 


a ie ne 





ee er eee ee em 


EE ee a ae 


_— ee we ee ee ee 


| 


60 





Mission: To Maintain vay and versonnel records, provide 
vay and versonnel service to officer and enlisted Naval 
Memeocoinel and provide passenecer transportation service to 
emery y-sponsored travelers as assigned oy tne PSA, San 
meeeerscoO; tO provide commands and activities with pay, 
Memeonne!l and passenger transportation management information; 
Paeeeoo OcCriTorm such other functions as directed oy tne Psa, 
San Francisco. 

Functions: (1) Provide one-stop pay, versonnel adminis- 
ieerwe and passenger transportation support to the individual 
service member; provide vnersonnel support to dependents and 
retirees; and provide transportation support to Navy-sponsored 
Civilians. (2) Provide military pay support to Naval activities 
and/or afloat units without a disbursing officer and provide 
other disbursing functions, where applicable. (3) Provide 
pay, oersonnel and passenger transportation management infor- 
mation to customer commands. (4) Ensure the accuracy and 
eeiiemamess Of Submission of vay, personnel and passenger 
transportation data to Naval Military Personnel Command 
(NAVMILPERSCOM), Central Disbursing Officer (CDO), Navy 
Finance Genter (NAVFINCEN), and Naval Reserve Personnel 
Center (NRPC) in suvport of Military and Personnel Management 
Information System (MAPTIS), Joint Uniform Military Pay 
System (JUMPS), and Manpower and Personnel Management 


Information System Inactive (IMAPTIS). 
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V. FINDINGS AND RESULTS OF THE SURVEY 


Biase chapter is a summary of the results and analysis of 
tae Gata obtained from the "Opinion Survey for Coast Guard 
Yeoman (YN)". The methodology and response information for 
the survey is included in Chapter III. The actual resvonses 
to the objective questions of the questionnaire (1 to 25) 

Mee ocatec in Appendix C. A summary of duties which were 
added by respondents to the basic list of question 22 are 
in Appendix D. 

Perhaps the most important question (No. 26) was an 
@eee-ended question which reads as follows: "What are your 
recommendations for improving the Yeoman (YN) rating to help 
Meemevour personal career needs and benefit the Coast Guard?" 

@ the 186 respondents, 48 (25%) did not attempt to answer this 
question. The other 138 respondents addressed a broad eee eras 
Semeeecues and concerns as might be expected. It was interestin 
TGynote the variety of formats and length of the different 
responses. Some respondents restricted themselves to tne 
allotted space (on the questionnaire) of 8 blank lines. 

Other wrote on the back of the page or added pages. Many 
Mamie resoonses were typed and the content often reflected 
serious and well organized thoughts and ideas. Apvendix & 

is a summary of these comments consolidated and grouved by whe 
author. Apvendix F contains a representative sample of 


7 nh ei 1 1 u ~ It Ut Ve 
complete responses identified by the rate of the responden 
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fee DIFFERENCES AND SIMILARITI£S BY DEMOGRAPFICS 

Pee cussion Of the various YN "factors" (i.e.: motivation, 
Satisfaction, recognition/evaluation, leadership/management, 
time spent, competence and treining) and their composition 
were included in Chapter III. This section will discuss the 
‘werk oles and differences in these factors which might be 
Seeeeeained by demographics. This is not intended to be a 
Begeeesce statistical analysis showing cause and effect relation- 
Pemeeae ne numoers being compared are Simple "means", which 
Mmempemeaverace of the total scores. for those factors which 
are composed of more than one question, each question is 
equally weighted in computing the overall mean. Since the mean 
eemees are rounded to the nearest tenth, the reader should 
Beeecc that only differences of 0.2 or greater might be 
noteworthy. 

Table 7 compares {N factors by geographic area. The 
author was particularly interested to see if there would be 
any differences which could possibly be explained by the 
pemeeeeeee Of the prototype PSC in the Jith District. In fact 
the 11th District does tend tc have lower scores than 
the total sample mean (TSM). Interestingly, tne PSC Yeomen 
Meewraolte 6), who are a part of the 11th District sample, 
Mmmm O Nave nigner scores than the TSM. The net result is 
meee !'tn District YN not assigned to the PSC have novably 
lower scores (see column 5 of Table 7) than YN in the 12th 
and 13th Districts. Whetner the difference can be attriouted 
Memene Ctisuenee Of the PoC; other seograpnical factors; or 


SemeweoomOlmao: cm Of the two is nou that clear. ‘The largesv 
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Meee ntSON OF VARIOUS YN FACTORS 3Y TYPE CF UNIT 
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difference is in tne "time spent" factor. This factor is 
determined from question 23 of the survey (see Appendix i) 

and involves the resvondent's verception of what YN related 
work is. The PSC Yeomen had a mean score of 4.8 as comparea 
fem PoG |Iltn Yistrict YN at 2.9 and both 12th and 13th 
Meee, YN at 3.8. What this seems to indicate is that PSC 
Yeomen are saying: we spend almost all our time doing YN 
Peweeeeo Work. Non-PSC, iith District YN are saying: we spend 
aoout half our time doing YN work. The 12th and 13th Districts 
are somewhere in between. This issue will be further ciscussed 
meme eolon GC of this chapvter. 

In the comparison of YN factors by type of unit (Table 8), 
the Marine Safety Offices (MSO) and the PSC tend to have higher 
eemmeencian the other uypes of units. The most variant factor 
here (again) appears to be time spent. For that factor, 
District Office and MSO are notably lower than tne total sample 
Meeeeeaitle Group Orrice, Air Station, Snip, and PSO are much 
nigher. 

Table 9 snows that YN in paygraces 3-7, 5-8, B-9 tend to 
Nave higher scores than YN in E-d4 paygrade. Middle grade 
(a-5, £-6) petty officers are close to the TSM. These results 
seem tO confirm what might be intuitively expected. The i-4's 
seem tO be tne least motivated and satisfied of anv group 
identified witnin the YN sample. Table 10 indicates few 
Memeole Aitierences among the factors which could be atvuriourved 
Pir ne-ie service oreuime-at-unit. (Note: time-in-service 


is similar; but definitely not the same as breakdown by paygrade. ) 
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Table Q 


COMPARISON OF VARIOUS YN FACTORS BY PAY GRADE 
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SatiSsiaction cm? cir 
Recognition/evaluation Sie Ze 





Ci) 


Leadership/management 





Time spent 


Competence 


tO Le) {= t- 2 ee) oy v7) 





Peaining 
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Colmes ONmOF VARIOUS Ya FACTORS 
BY TIME-IN-SERVICE AND TIME-AT-UNIT 


Time-in-Service Time-at-Uni' 
Reactor CS i 2 : 2 

Motivation cen cas ces 41 Sires 3218 
Sacisraction Sie oe a 4.0 cis ee. 8 
Recognition/evaluation 3.i Bhs2 sens cies oe? Sire 
Leadership/management 3.8 cee oe cae cee ogres 
Time spent cone come ow, caras Saeed Sad 
Competence Sie: cues cee cee, cia Coys 
Training 2.0 31-92 ee | oe U 228 3.0 
LSM = Total Sample Mean 3 = More than 8 years 
1 = Less than 4 years f= Less than i2 months 
2= 4 to 8 years Same ce than iz months 





See COMPARISON WITh A DIPFFSRBNT COAST GUARD SAMPLE 

In looking at the TSM (total sample mean) of the various 
YN factors, two basic cuestions puzzled the author. First, 
why were the scores for recognition/evaluation and training 
Semeeow COMmpared to the other factors? Secondly, are Coast 


GUard Yeomen similar or different to any other group of Coast 


= 
Guard personnel? A decision was made to check out this 

second question. A comparison samole was available to compare 
Meme ave (5) of the "YN factors" (see Table 11). 

The comparison sample consisted of 57 randomly selected 
members of an operational Coast Guard unit. As part of an 
organization development (CD) consulting effort by the author 
the comparison sample was administered a 66 question survey. 
Coincidentally, many of the questions on the YN survey were 
Geceomwonciuded in this survey. fhe comparison sample consisted 
See unrough &-/'s, including severai of the different 
specialty ratings (i.e.: Boatswains Mate, Machinery Technician, 
Quartermaster, Subsistent Specialist, etc.). Admittedly there 
are oroblems in considering this to be a reliable (or valid) 
comparison sample; however, as an indicator it might be better 
than no comparison at all. 

Table 11 shows considerable similarity bdetween the YN 
sample and comparison sample. ‘Training is not quite as low 
for the comparison sample which might indicate that training 
is a bigger problem issue for YN than for other Coast Guardsmen. 


Not unexpectedly, the evaluation/recognition factor was 


Virtually identical (low) for both groups. 
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Table Ill 


YN vs Comparison Sample on Various Factors 


IN Comparison 
Factors sample sample 
ime Motivation 
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Question 7 35 omc 
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5. Training 
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Rankine Or Work 
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Service Record maintenance. 


fiypine setters, memos, instructions. 


I 
2 
Peeparing PMIS documents. 3 
rn 
Preparing reports. S 

: 


Legal duties. 
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Mail handling & sorting 5 
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Taking minutes/notes for a meeting,insp. 6 
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See en OSritONS OF YN WORK 

euestion 22 was intended to obtain a consensus ranxing 
meeercaing vO personal preference of the typves of work that 
Meemenm pDerrorn. Table i2 shows the resulting ranking witn 
mean and mode scores. (Note: "mode" is the score/ranking 
most frequently indicated as opposed to vhe mean whch is 
an average.) As previously mentioned there were a few "write 
in" responses on this question (see Appendix D); but, they were 
Moweconsidered in this ranking. Also for a more detailed 
breakaown of the responses see Appendix C. 

Helping Coast Guard people with (pay, leave, etc.) prodlems; 
Service record maintenance; and preparing PMIS documents are 
MoGeOnly the top items on the YN's task preference list; but, 
MiwemaesO happen to be the "core work" to be performed by a 
Peet ois in turn relates directly to the "time spent" factor 
Seewemecca earlier. Most Yeomen at District Offices and MSO 
G@ememou get involved extensively in this tyve of work. in 
feemeerun District non-PSC YN have the least opportunity of all 
and sudsequently the lowest "time spent" score (2.9). 

Many IN (33) expressed personal feelings about the work 
they did (question 26). Some were concerned abdout deing 
oem ot: the field". CGther indicated concern about their 
competence in the ever changing and complex PMIS area. Some 
fepeea! comments were: ". . .keep YN in their field. . .not 
teed drivers. . .more serious duties. . .make (the) job less 


MmmetittOuSs. . .a lot of pressure. . .!? 
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In question 18, 71% of the respondents indicated that tney 
used labor-saving devices such as: word processors and 
Mini-computers. In question 19 only 26% said they used tne 
C-3 Coast Guard computer terminal in the course of their 
jobs. Of these respondents, 76% indicated positive feelings 
Pepeeeeune C-3 ". . .as a tool to aid you in your work. .." 


(see question 20). 


Pee oe eN=oNDED QUESTION 

The most frequently mentioned subject in question 26 was 
Menine. the author attributes this partly to the fact thai 
@mtesnron <5 was about training, which was also the lowest 
scoring (3.0) YN factor. The remarks stated a desire for more 
and better quality vtraining. There were some innovative ideas 
Gwemee ways to orovide local training for YN as well as just 
Sees a need for more training. 

The area mentioned second most frequently was around YN 
Smeeeer issues. in this category a desire for more specialty 
in the raing was mentioned by 21 respondents. Most of these 
comments were in terms of splitting the rating into two 
ratings: Personnelman (PN) and Yeomen (YN). Seven (7) 
respondents indicated a desire for the generalist approacn 
With a more well-rounded career vattern. Several respondents 
(4) argued for both specialist and generalist simultaneously. 

The Personnel Support Center (PSC) concept was specifically 


mentioned 22 times. Bighteen (18) of the respondents were for 


the concept and the other four (4) were against it. 
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Other topics mentioned included: PMIS/JUMPS, Devices/ 
Mareware and a variety of personal feelings, some strong, 


but mostly work related. 


(3] 


- oOUMMARY OF FINDINGS 

Coast Guard Yeomen are in general highly motivated, very 
Sorted in their work, experience good leadershinv and 
Management, and feel quite competent about their abilities. 
They do not receive anougn attention from the Coast Guard 
Organization in the area of evaluation and recognition. 
(This may be true of Coast Guardsmen in general and not 
unique to YN.) They also do not perceive themselves to receive 
a@gequacve training to verform assigned tasks. Some particular 
eroups of YN feel tney spend significantly less time doing 
"actual YN work" and tnis seems to be directly related to the 
verceotion of "personnel work" being YN work. The time svent 
factor does not seem to be correlatec to motivation or 
Seeemeractlion. A noyeworthy exception to this general finding 
oeemene YN in the ilth District not assigned to the PSC. 

The Yeomen resvonding to this survey indicate a strong 
oreference forthe concent of P5SC's and specialization within 
mmemeeacine. they also nave many other career issue concerns 
and personal feelings about their work. 

This chanter has autempted to identify the relevent and 
meaningful issues about tne people who are Yeomen in the 


4 


Coast Guard. These are the key veoole who will be doing the 


ia) 





a 
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i 


Ciated with oersonnel records (data input) in a 





In the concluding chapter (which follows) there will bde 





be 


Bric recommendations around the people issues identified 


section. 
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VI. CONCLUSIONS AND RECOMMENDATIONS 


Durwaes the course of this thesiswork, the author had the 
opportunity (as previously noted) to perform official travel 
at government expense on two separate occasions. In the first 
case the travel was Coast Guard funded and administered. A 
travel claim (i.e.: reimbursement for expenses) was submitted 
memeeierbocal Coast; Guard PMIS reporting unit on 14 February 1983. 
Approximately six weeks later (25 March) a check was received 
in the mail. Travel to the Seattle area was US Navy funced 
and administered. A traveit claim was submitted at the Naval 
Postgraduate School PSD on 4 April; and the check was in the 
Seeeer' ss Mailbox on 7 April; just three days later. If speed 
mumeeeocessing travel claims was an important criteria for 
the evaluation of PSD's, then one would logically conclude that 
meemeonsOlidation of versonnel supnvors functions has proven 
meee sccoit ui for the U.S. Navy. 

Mae 11th Distriet orototype PSC exemplifies (or confiras) 
Several of the organizational theoretical concepts described 
Meets paper. first, the change formula (Change = (0 x C x P) > 
Cost of Change) is verified by the "dissatisfaction with 
aeeuus quoll (D) variable which was Mim@ocran) LOmmoedimachanrge 
ery, iit Snould be noted too that this factor does not 
Beem .O agply in the 13th District, and might explain the 


relative slowness in the vrocess of implementing the 2nd 


Coast Guard PSC. Second, the prototype PSC is (was) an 
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Meeeperimentval unit" anc suosequently as a change vrocess coliiff 
Meewctassified as an example of “bottom-up change". 
eperoach in the 13th District seems to more closely Pit the 
~™tvOD=down change" category. fTnird, evidence of resistance to 
Seeiee Nas been very apparent in both Districts. The US 

Navy PASS Offices also continue to experience some resistance 
tO the PSC concent even though that system has been operational 
ime, years. 

Task uncertainty, in my opinion, is a very relevant issue 
to implementing PSC's in the Coast Guard. The uncertainty 
Gempetrrenuly quite high for many related, bout, different 
reasons, which are as rollows: 

1) Changing requirements on the PMiS system due to various 
Management and revorting demands. 

2) No real "core expertise" with the PMIS system due to 
4 Oroad spectrum of YN career vatterns. 

3) Little agreement among Yeomen about how PMIS/JUMPS 
snould worx efficiently. tstimates as to how many service 
Mees 2 YN can handle range from 50 to 250. 

4) The transition to office automation through techno- 
Hogical advances is redefining the quantity and quality of 
administrative output. 

5) Challenges to the very existence of the organization 
Because of fiscal constraints. 

6) Uncertainty of national economic factors which directly 


impact on personnel retention. 





There is uncertainty about work standards, uncertainty 
peeme jUSse what a PSC might, can would or should do. Figure 
T? is a Strategic Continuum which conceptualizes one way of 
memes at chis whole issue. A mechanistic approach of very 
carefully svecifying exactly how the PSC should look and 
Sieweate, With procedures and ruies to cover every contingency, 
gS nOt practical or desirable during the imolementation stage. 
fee re Oreanic and flexible approach will allow for innovation 
and discovery of better ways to deliver tne desired personnel 
Support service. Shared responsibility for the change through 
iverative communication, decision-making task forces and through 
Seeeemostic and problem-solving tase forces results in the best 
Outcomes as shown in Table 1. 

A Coast Guard wide implementation of PSC's will have a 
Seema ficant imoact on the YN rating. kBstimatving that aporoximately 
Pee would be required to staff the Centers, this constitutes 
about 20% of the existing authorized billets. (This assumes 
Meaego-cum" or no new billets created for the consolidation 
project.) Considerably fewer YN will be involved (on a daily 
basis) with versonnel work. The implications for carser patterns 
and development, corresvoondence courses for advancement, 
training, etc. are not trivial when one takes a longer term 
Memereeculive On chisS mavter. During the course of his graduate 
studies, this author did an effectiveness study to evaluate 
@emsvaiting broblem for PSC's. The following three alternatives 


mere evaluated in terms of: an effectiveness standard (see 
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Figure 12), average YN attrition for the past five years, 
eeectiveness losses due to PSC staff transition, and retaining 
Smectinge basic YN training facilities at Petaluma, On. 

Miecernative (1). PSC represents just another YH billet to 
eeeied from the toscal pool of YN. (i.e.: All YN have 
aoproximately equal opportunity to be assigned to a PSC.) 

This is essentially a do nothing alternative. 

Alternative (2). Create a Personnelman (PN) rating 
(smmilar to the US Navy). This amounts to making two ratings 
out of one, same number of total personnel. Personnelmen would 
staff PSC's and YN would be primarily administrative. 

Alternative (3). Emphasize personnel speciality within 
mew racing and uhrough a selection process staff PSC's with 
Peemevelified. Only £-5's and H-6's (waivable for E-<4's) 
would be assigned, with mandatory advanced training. Sequential 
tours of duty at PSC's would be encouraged. 

In cwerms of enhancing the goal attainment of effective 
PSC's, Alternative No. 1 isleastdesireable. Alternatives 
4 and 3 are similar with various advantages and disadvantages. 
Alternative 3 is pernaps most compatible with existing Coast 
Guard personnel policy (i.e., fewer speciality ratings). 

Managers and people involved in the implemenvation of PSO's 
meed to consider the value of recognition and evaluation. 
Feedback in the form of error revorts from Headquarters 
(or the Military Pay Center) will be valuable to the ?SC's 
staff members. Local incentive and reward systems should also 


be considered. Feedback from supported units will be important 
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Facpm@e- 12 


Bobet tit oo STANDARD FOR PSC 


Total available time (per start member) 


92 weeks x 5 = 200 days 

Leave/sicx/personal 30 days 
Federal holidays ag0 es 40 days 
Visits to units. Zo 
Preparing special 
meeorcs for whats. apie" 
Training/innovations/ 
Suceweocaonarye AO Ps 
Problem solving/errors..20 " 80 days 

Sub-total LZ 


Time available for dccument 
preparation and service record 
maintenance. 140 days 





This effectiveness standard considers a desired goal 
of strong interaction with supported units and seeks to be 
very conservative in predicting now a staff members time is 
spent. The above estimates allow time for creativity and 
innovation as well as high interaction with supported units 
and their personnei. The degree to which any PSC would 
actually meet this standard is highly dependent on supervisory 
deadership styles and personal motivation. 

ror actual document preparation time, I assume 20 minutes 
mem cocument. 20 min/doc = 3 doc/hr x 7 hr/day = 21 doc/day. 
This may seem extremely conservative given that use of the C-3 
terminal with PMIS software would probably allow the competent 
Operator to complete a document ina minute or two. However, I 
meve allowed for such things as: filing documents in the records, 
looking up unfamiliar action codes or entry procedures in the 
manual, and the likeiy requirement to call a unit or individual 
to clarify information. The conservative number also tends to 
compensate for differences in competencies, motivation etc. 


among different workers. 





Pemevalitatine that cruciml link uvon which suctess of the PID 
system is highly devendent. Good leadership and management 
Drecwaces focused on the goal or "customer support" will se 
Meena ble. Consideration of traditional items such as 
proficiency vay and reenlistment bonuses should be considered 
for oersonnel svecialists; but, not as a primary means of 
Obtaining performance. The reason this is mentioned is because 
those devices are often perceivea as the Coast Guara's method 
of communicating worth or value to it's members. 

Resistance to change (in this project) is evident and 
oresent for all the reasons discussed in Chapter 2. dHowever, 
Miers 1S also a general consensus among the Coast Guard people 
woom I talked to during the course of this study, 
eeeena YeCry important and desirable step for the organiza- 
wi0On. The primary issue seems to oe around identification of 
personnel resources to:'do the job. The following recommendations 
are Oifered as a means to racilitate the PSC implementation 
crocess. 

ioe A clear commitment ance decision from the Commandant 
vunat cOmmunicates to the organization that consolidation of 
the personnel revorting function through implementation of 
Pees 1S desired. 

2) Focus by top management on the reasons (why) this is 
oeing done rather than how to do it (see Figure 11). Concept- 
wemergine 42 clear vision of the aesirea future state and 
Communicating that goal to all levels of the organization is 


necessary. 


oe, 





3) Allow a great degree of flexibility for individual 
Districts and PSC's around how they organize, acquire resources 
and define the work. 

4) Have Headquarters, Enlisted Personnel Division, 
"Loosen-up" or remove constraints around the YN rating and 
Peameres Structure. This would be for a transitional period 
feel PoC implementation is complete. ixpect ultimately a 
reevaluation of all YN billets based on unit missions and 
requirements. A study group should begin working on this 
immediately. 

5) Press on for rapid implementation of automated pay 
for a limited Coast Guard sample. Specifically, tie the ilth 
District PSC to the Pay Center via the C-3 computer terminal 
to demonstrate an operational example of the "future state". 

6) Build a core of PMIS/JUMPS experts and retain them if 
possible for further assignments in the PSC implementation 
pro }ect. 

7) Consider using a "change agent" with appropriate 
skills in organization development to assist with facilitating 
the change process. (The 13th District bringing a reserve 
on board is an example of this.) 

There are additionally many other potentially good actions 
meets cOUlLd be done to facilitate and enhance this process. 

The reader should recognize, however, that the "transitional 
state" may seem very turbulent confused, ambiguous, and to 
some, even chaotic. The key to ultimate success and complete 


effective organizational change may well depend on the abvdility 


SO 








ae 


Memeretain a clear vision of that desired future state (as well 
as the supporting reasons for being there) and insuring tnat 
feeeeacclOns and decisions are contributing to that end. 
Menin the Coast Guard nave all the necessary ingredients 
required to implement large scale organization change. We 
nave a strategy, shared values, skills, staff, systems, 
technology, people and most importantly the will to do an 


Sweeerlent job. 
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Me. FO What Oxtént de you use the C-3 Coast Guard co@pucter teramédnal ? 
Y 


1. TO prepare FAIS dccumensts cniy 

Zw. €9 IPreoIce SEEGs Con warcemusing *he werd processor 
a) LO Cr €a=2 one r files and <‘z2certs 

UW. Combinations of items 1,2,3 above 

Ss. Other or Bh ole a ee 








See omencw do you ‘t2e¢)] abcut the C-3 Ccast Guard compus2r-= as a tool <«o 
ae YOU In your work ? 


1. Very negative 4. Somewhat cos 
2. Somewhat negative 5S. Very positiv 
3. Neutral 


(0 cr 
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he follcwing Yeoman (YN) types of work bas«d on your 
c= of what you like to do 1's Sast, 2is second 
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Ze (HOw ffuch of your On th2 job tims is spént perforning whaz you 
consider Y2oman (Yu) related tasks ? 

J. None / very little 3 = 7 oe SOV 95% 

2. Less than 50% 4 3% 


er To what extent 510 you f22e1l competent working in all arézas of the 
Yeoman (YN) cating ? 

ieetO a very Loeee verte ns 

yeelO a Birtlie excent 

3. To some exten: 

G@. TO &@ great Extent 

Be lO @ Very Great extent 
@o- TO What ex-en* is the Ccast Guard adequately training you cto 
Ferform your assigned tasks ? 

Memeo dad gery littl: exten 

Pe TO @ leezle sxtéen* 

3e TO some oxten: 

wero a Geeacr ex2ernc 

5. To a VELry great ext2nt 
26. What ar2 your rTe2ecommedatiors fcr imoroving the Yzomen (YN) ratina 
to help maset ycur perscnal career needs and henerit the Ccast Guard ? 
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APP Seek 8 


COMMENTS TAKEN FROM LETTERS AND NENOS 
BY 1378 CIsTRICT STAPF ELEMENTS AND 
SEATTLE AREA UNIT COMMANDERS 


Memerceclate che cppertunity tc commen* on this important 
Haenject. 


Meeoeetricuilt te determine the adequacy of staffing...nct 
eeeeee whet work will te taken from the units... 


a 


ja mie Seat fing plan...appe2a Bi =o be a great 
Ges 0aris between (among) various Umees Wartected., 1 
a .. nd that no néw billets can be establisned and thax 
we all have to contribute but there appears now to be an 
1mkalance. 


MemeeczOongly objyecc to the CHWO(FERS) biliet being moved... 
BeGooOomally arpereciate the cprportunity to play a see eal 


ts implementation...have long felt that the Regional Center 
S propesed was the best answer. 


ey) } 4- ® 


momeaav> you the benefit of concerns... .regarding the physical 
Pocation cf the Regional Ceéenter...two-thirds, perhaps more, 
Meee PEeCrle and the reccrds...ge2neral purpose or support 
Center Ssatvle...tc provide a wide range of material ané 

Peteeert SeErvices...this new functicr appears to fallswithin 
omens definition. 


o.eW] Have a4 tremendous Stake in it's success...I recommend 
you next establish the RPSC Seattle in the Federal Building, 
Bic nat ycu establish ie @t the Supeors Centier, elthe> as 
puueeemaecpenden: unit cr as fart cf my command. 


met aM ccncermed that the needs of (my Command)...aré not 
being understood. 


Be snumbst Ct special factors which will combine to seriously 
eee DPlS.. if the YNC and YN3 are moved with th service 
Peconic. wee <1 tNemceranstes of two Yecmen (iancluding a vital 
Pead-nea @PaechStander)...will surfer burdens that far exceed 
ths benerits and may have its abilitv tc be operticnally 


responsive sericusiy impaired. 
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e pe 


a 


ieee pOft the cencept..¢, Wege that the Regional Cent 
bhegascd at. Support Center Seattle. 


The proposed redistribution of YN billezs does not leave one 


woh 6 SULTECcLe@nt 6 6resourcées -C _0Cr MePhe.. hiner workload 
Se@earison wath cther units... GamnGt be dome at {his 
level. 


Meee sC 8606 are «¢Uthe©6thing of )6€6the6cftuture and that they will 
Beebably te aderted Ccast Guare wide... 


meeecaO CG. LOrSes any Significant decrease in workload for 
meme Ships office...I perceive us having *o dothe same 
amcunt cf paperwork, except for separations, relads and 
reenlistments, which we are presently doing with one less 
Deady. « « 


wary ne paperwork manégement wecrkload imposed on all Coast 
Guérd activities kas increased tremendousiy. The €xisteng 
allowance of Yecmen is barsly sufficient to keep up. 


meet |OUC an visualize no appreciable reduction me ih 
paperwork management rcesponsibiiities ensuing from <¢ 
weeaclton of the RPSC. 


Memsatding the units stensibly to benefizt Erom the new 
SEgsnization seems tc me ccunterproductive. 


ee erequested that werd processing equipment be provided as a 
means of e¢nhnancing to the maximum czhe sroduct: ale oad 
=2maining elerecal. Personnels ..cOleeacion Of = RE SG awee se tt 
SmeeOot. Center Seatiie to be of particular meric. 


t4- ct 
=e 


ct 


Memeeecortaliy agree with the cecncept crt the RPSC...ha@ve some 
Beme=rnsS wich your flan and the method of implementation. 


o.etne method used to select the YN billets has me som2whar 
confused. I fail to see that the billets wera selected in 
an equitable M&nn2r... no oné has contacted me or my stafi 
MemeerN2ng YN utilization cr wcrkload upon "who has what and 
fmememucnh Can “we =ake"...cannot accept reduction of billets 
based only on tke needs of RPSC...unless this srudy reveals 
an excess of YN's...unwilling to give up more tnan one YN 


mon <-ne RESC. 
Meas SUPpcrt =the basic objeczeives of this plan. 
The removal of these two billets will impac= the missions 


they serve. It is these missSicns which should be considered 
and accomcdated wher considering their deletion. 


[ee Orcrlacs Stati should not» te zeduced pricr tc the ROSC 
assuming maintenance cf the service records. 


Moe pe=tscrnel shculd WisSit Chear units th to 
Bee Year tO aiijom for review cf records by unit 
Gee building cerfidence in the new systen. 


The be OL c@M@sclidating personnel mecolids @ is already 
i. h che pay records may well bring us closer and 
Tcte- to th2 impiementation of JUMPS. To this end, the RPSC 
1s well werth evaluating. 


a ° 
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APPHMDIX C 
Rogge S eS. 70 OURS PLOUS ON 


OPTUIOM. SURVEY FOR COAS™ GUARD YEOMAN (CYA) 


Nhat 1s your rate? 


iO 





In what geographic area are you located? 


Answer 


ie) Wee) weenie t 
Peo cick Dakossan wens 
a IESWaio. GD AnSamiqehene 


oe 


ie 


To what type of unit are you assigned? 


How long have you been assigned to this uni 


Answer 


i. Less than 6 months 
Z. Meconl, Montns 
Peo Se than 12 months 


How long have you been in tne Coast 


1. Less than 4& years 
2. 4 to 8 years 
3. Over 8 years 


Answer 

Pee tstrict Office 

2 Group Office 

See Air Station 

4, Marine Safety Office (MSO) 
Peeeeeoarine Unate (snip) 

See oe Personnel Support Center) 
a. Onner 


a, 


62 


os 


alee 
20 
a3 


Q 


2 


20 
oa 
dora 


Guard? 


Answer (composites of actual answers) 


oes 
64 


09 


Answer Frequency 
i SNYN 1 
2. vue 35 
Ss. si 2 65 
Yo. YN eke 
See 16 2) 
So. YaICcs 5 
7. YNCM S 
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6. To what extent do you feel motivated to 
contribute your best to the organization's 
missions and tasks? 


Answer Frequency 
Poe le@me Very dattle extent 2 
am tO a Ji tehe extent . 
3. To some extent a2 
4. To a great extent 78 
». [lo a very great extent 68 
mean = 4.11 standard deviation = 0.86 
7. "o what extent does this organization 
have a real interest in the welfare and 
morale of it's personnel? 
Answer 
1. To a very little extent Q 
ee to a litegesextent 19 
3. To some extent 56 
4, to a great extent 67 
oy (ome Very great extent Sie 
mean = 3.58 standard deviation = 1.01 
8. All in all, how satisfied are you with 
the people in your work group? 
Answer 
1. Very dissatisfied S 
2. Somewhat dissatisfied 16 
2. Neither satisfied or dissatisfied 17 
merairiy satisfied qe. 
5. Very satisfied ae 
mean = 4.07 Sucm@aed Gevration. = 1.05 
meee ll in all,how satisfied are you with this 
organization. 
Answer 
1. Very dissatisfied 10 
Pw SeOmegiiete sd 1 Seatac s ied is 
3. Neither satisfied or dissatisfied a 
u, Fairly satisfied 81 
5. Very satisfied ote 
mean = 2.82 standard deviation = 1.13 
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70. All in all, how satisfied do you feel 
with the progress you have made in the Coast 
Guard up to now? 





Answer Trequenc 0 
1. Very dissatisfied 7 ace 
2. Somewhat dissatisfied 28 Wc ete 
3. Neither satisfied or dissatisfied 12 om 
4. Fairly satisfied 74 CS eel. 
5. Very satisfied 65 eye, 
mean = 3.87 standard deviation = 1.16 
Ji. “oOo what extent does your assigned work 
give you feelings of pride and self worth? 
Answer 
1. To a very little extent dey re 
2. To a little extent 10 5 .u 
3. To some extent 3 Ste 
7. HO a Create exvent 25 3 ieee 
ene e sy eo keatl Cxcent eG Va 
mean = 3.49 Siamderd -deveratwon = 1,16 
12. To what extent do you receive enough 
information regarding your iob performance? 
Answer 
fe to a very little extent 7 Se 
Peto a-licile extent 26 Lee 
Ss 'e@ Some extent 8 0 ate 
4. To a great extent 26 oO tec 
Be © a Very ereat extent 16 ore 
mean = 3.26 standard deviaticn = 0.94 
13. To what extent are your special achievements 
@emextra efrorts recognized by your Seniors? 
Answer 
Meera very little extent 28 NE sues 
2.08 2 d2btle extent 23 14.2 
3. To some extent 73 Biash 
Hn JOueeaQeat Extent 2 22070 
5. To a very great extent 14 Pa 
mean = 2.93 standard deviation = 1.14 





my. to what extent do you feel that your 
time is used productively during the work day? 


Answer Frequency 


1. To a very little extent 
2. To a little extent 

3. To some extent u 
i. OC a Peer ex tent : 8 
2. To a very great extent 3 


Chee es SreniGemdyeeovr1ac on = 0,90 


:3 
(D 
e¥) 
J 
rT 


15. To what extent have you been given the 
authority and responsibility necessary to do 
eur Job? 
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Answer 
ie lO a Very litelesextent i 
2. To a little extent LS 
3. To some extent 38 
mea Creat extent a5 
9. To a very great extent 52 
mean = 3,70 standard deviation = 1.17 
16. To what extent do you understand the 
Mesponsibilities of your job? 
Answer 
1. To a very little extent i} 
2. To a little extent 1 
3. To some extent digs 
4. To a great extent IES 
Ss. 16 a very great extent 86 
mean = 4,34 standard deviation = 9.72 
17. To what extent are problems in this organization 
confronted and solved rather than ignored? 
Answer 
Pe eo weer ya ttle extent 12 
P.O Joe hatele extent iL) 
3. To some extent ayn 
4. To a great extent os 
9. TO avery great extent Ul 
mean = 3.57 standard deviation = 1.13 
18. Do you use labor saving devices such as: 
Berd processors, Mini-computers etc., in the 
@eourse Of your job? 
Answer 
1. Yes ges 
2. No 2S 





19. Do you use the C-3 Coast Guard computer terminal 


Bm the course of your job? 


Answer frequency 
1, Yes ueQ 
2. No 134 


Oye to what extent do you use the C-3 Coast 
Guard computer terminal? 


Answer 
1. To prepare PMIS documents only i 
2. To prepare correspondance only 15 
3. To create other files and reports 2 
4, Combinations of items 1,2,3 above 19 
So Ovrer 5 
21. How do you feel about the C-3 Coast Guard 
computer as a tool to aid you in your work? 
Answer 
1. Very negative 2 
2. Somewhat negative 7 
3. Neutral u 
4, Somewhat positive 19 
oe emia os mcive oe 
Mee Prioritize the following Yeoman (YN) types of 
work based on your personal preference of what you 
Mmce co do (1 is best, 2 is 2nd best etc.). 
Answer 
1. Mail handling and sorting 
A. Sest 5 
B. 2nd best 2 
Ceeea best 12 
DBD. 4th best 16 
aoe) SSS t 30 
F. 6th best a3 
Ge 7th best ae 
poaeeeh Dest a4 


neon oer standard devietion = 1.92 
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Answer 


2. Taking minutes/notes for a 
inspection etc. 


Glee eee 


Best 
ei gval 
Chale! 
Jeg! 
5th 
6th 
Tom 
8th 


Meek = 


Cd 


A. Best 
Ee cre 
C. jemd 
es 
ise seal 
Ss sels) 
Cy els: 
Be een 
mean = 


eer fee recona Maintainance 


Oe Ma (is jm Ge inl a aU ee 


PL Oo te One 


Best 
Sgr 
Saale. 
Loh 
oe 
Siete 
J 48a 
ommee! 


8th 


mean = 


best 
best 
pest 
best 
best 
best 
best 


Sais 


Preperias ©MIS documents 


best 
dest 
Dest 
best 
best 
best 
best 


Sue? 2 


best 
best 
best 
best 
best 
best 
best 


oO? 


best 
dsest 
best 


. best 


best 
best 
best 


mae shee: 


meeting/ 


Srom@daramceylation = 


Seenecare Geyer: on = 


Standard devracion = 


6. Helping Coast Guard people with 


(pay, 
Le 


a >) od 


leave etc.) problems 
Best 


2nd 
3rd 


Uth best 


best 
best 


eas 2, 
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Sinamc@ara devytatton = 1.94 
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Trequency 


Helping Coast Guard people (continued) 


Or 


E. 5th best S 
Payot) Dest u 
G. 7th best a 
H. 8th best 1 
mean =~ 2o standard deviation = 1.5? 
ff ehet et metheeoomecole:t YPecorder ) 
A. Best V2 
B. 2nd best 16 
CC. srd “best i 
D. 4th best 5 
onc omele) 9c sae ils 
F. 6th best a 
G. 7th best 22 
me OC. DES t 42 
Me ein. emer k5 feescera devietion = 2.42 
@, Typing letters, memos, instructions etc. 
A. Best Digs: 
RB. 2nd best Ze 
Coad Lose Lu 
D. 4th best 4a 
|S Sheik cians OS 
pe oene ecs F eee 
G. 7th best s 
HB, 6tn best 3 
meen =) 3.81 Sreemecaera deviation = 1.83 
meee Ow much of your on the job time is spent 
performing what you consider Yeoman (YN) 
related tasks? 
Answer 
1. None/very iittle 16 
Pewiess than 50% 19 
Sao to 75% 20 
it TO 95% 58 
5. Over 95% 62 
Mieamers: Sa |. FaamMcaca ev Latiom = 1.27 
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— +10 
working in all areas of 


el competent 


what extent do you Fe 
the YN rating? 


Answenr 


_= 
+ MOG Were ts 
—_ a 


ee lO a Very eelese. ent us 
2. [oO a li@uhe exeen- 11 
3. To some extent us 
4“. To a great extent 85 
Sa to a Yery ~erveat extent uO 
mean = 3.79 Seogeamwa deviation = 0.92 
25. To what extent 1s the Coast Guard adequately 
training you to perform your assigned tasks? 
me wer 
1. To a very little extent oe 
oe  Oncelergte excent AG 
3. To some extent jes 
omc or eat CxXLent 47 
5. TO &@ very great extent é. 
mean = 2.96 standard deviation = 1.95 
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DUieianyY OF DUPPES “ADDED TOate:. BASIC LIST 
COAST GUARD YM OPINION SURVEY 


Duty 


Counseling 

Office management/ supervision 
Procurement, OPTAR, financial management 
Writing, preparing and drafting correspondence 
Paling 

Training 

Public relations 

Clean-upbs 

Research for a project or report 
Boreectine pubs and instructions 
Maintaining unit library 

im. cards 

Drills 


Seperations 
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ee ee Oo ee © ie DO nn © Mn OS Sa © © EE @0 
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APS EIOds. hE 


See ees FROM QOUBSTION ws 


an ame wi 4 4 a 4 
Pa 


COAST GUARD YEOMAN OPINION SURVEY 


Subject area me 


ied hasan (total) 

More training (non-specific) or 
management, misc. 

€-3 end/or Gemeuter training. 

Various comments about dericiencies of 
Giese ta memscnoeols. 

More "C" schools available. 

Mandatory attendance at PMIS scnool 4s a4 
prerequisite for JUMPS work. 


eneral 


on 
~ 
oS 


Pupelzne training, training for independent 
OWE es ae 
District administrative training teams. 


In-house training at eer office (untee 
Oppertunaty to attend JUMPS school. 
Rezresher course every two years. 

Enlarge the training centers. 

Ba@eviGge alivyN'’s PMIS and legal training. 


feet ets / JUMPS (total) 
pes smould be number i pezortty. 4. ab er 
aeiplement JUMPS...reduce forms...too many 
Siiamces...°MisS system 1S never going to work 
...ask any enlisted person atehQ PMIS... 
combine PMIS and PERSMAN into one volume.. 


a 


ere 


meee Limely information...JUMPS system wiil be 
great improvement when the computers are in 
Tiel use..." 

3. Devices/hardware (total) 


Seilctcismro: ce C-<s 
See StamaardaZzation cl the equimment... 
reater need for office automation...better 
iQigeeee@ocessors,..." 


=! 09 
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cn 
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I bp RW GD 


NO 
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Subiect area 


Y. 


Sy 


Personnel Support Center (PSC) (total) 


Pelsecereer issues Gro ta.) 


a 
3 
oz 
iD 
ry 
oO 
r t) 





3 
Mm 
J 
I nO it 
I AQ }? 


foc 


Pro (for the concept) 
Con (against the concept 

",..the need is being met here at PSC. YN 
and SK are in one room...i am independent, 
yet help 1s available in an informal 
atmosphere...Create PSC's in all Districts 
and then receive feedback from the others... 
should be located with District(p)...I hope 
I am selected to go with the records when 
they move...seperation from the people you 
mee taking Gere Giemsneea £Or consolidation... 


) 


con 
(O) 


Promotion "...speed up...advancement system 
1s at a dead end...be more select...a joke... 
Assignment "...keep people in the jobs they 
are good at...trained people where they can 
use it (training)..." 
Update servicewide exams 
*...weed out incompetents and poor attitude 
personel..." a 
Performance evaluation-system needs improvement 
See eaecoer) gualizied personnel..." 2 
More meaningful levels of responsibility. 2 
Specialist : aa 
Meemcevetop agpeersonnelman (PN) rating... 
split tne rating...those that work personnel 
anc those that work admin...breakcown by 
speciality: Legal, Personnel, MSO, Boating 
etc...estabiish computer trained designation... 
data processing rating..." 
Generalist 
",..the more well-rounded and diverse... 
the better...A YN is looked upon 4s a counselor 
and a little bit of everything...rotate YN's 
to jobs they don't have qual codes for so 
they Can become more familiar With the rate.. 
Both specialist and generalist : u 
These comments advocated both positions 
Simultaneously. 
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6. Variety of personal feelings (some strong, 


mostly work related). 

Pererenecatact led with the rating as 1s... 
Treatise on leadership and management. 
"...keep YNs in their field...not taxi drivers 
...pay more respect to petty officers...more 
SUDpOrt...more serious duties...make job less 
Dopeeeeeotis., 14a LOt Of pressure..." 


we 
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REPRESENTATIVE YEOMEN CCMMENTS IN RESPONSE TO 
QUESTICN 26 OF THE YN OPINION SURVEY 

Y NC 

Beovaigde ail  8yN'’S mrs craining and i€gal training *6 
complete the "well reunded" education necessary for todays 
Yeoman. IZ not pessible, then spiit the rate, as the Navy 
hee done into two séerarate fields; YN and OPN. Tedays CG& 
IN*®s ate expected =c know too much. Changes ar2 coning *90 
fast. A "well rcunded" YN is hard to find and even narder 
to keep. HOS ween slew o or" Lxcying to Keep up with tha 
System. 
YN1 

I= the possibilicy of establishing Personnel Suprort 
GemmeetS actually exists, I weuld be all in favor of the 
Camcept . TwriGmweG=kcdeminakhe Eleyenth Disteact PSC for 2 
Wee years, Peace ane scone p- has Droven. to be the best 
meétnod of reducing the confusicn and delay crsated by the 
existence of several different systems 

In addition, I feel the best way cf ensuring tae success 
Seemeenese Fersonnei Support Centers would be <~o divide the 
Yeoman rating inte the Personnelman (FN) rating and Yeoman 
fae facing, with the Legalmen sveciality being a subgroup 
Seem > Yeoman acting. This system would insure that only 
YUMPS and PMIS qualified perscnnel Bocelli wwe cle Sse. si. 
This would insure that th2 quality of work being generate 
Meeeene PSC'S is ci tke best peessible caliber. One of the 
Deeggest complaints voiced by members of the Eleventh 


4 Fe FSC was the fact that several of the YN 
eplace outgoing perscnnel SOE NOeeiemoiar f2ed. The a 
you have aYN you must train from scratch Since hé has né 
Werte OF NC S@xXposure co PMIS i TUM Ss 
Also, i f¢el very strengly that since the Ysoman 
Ga, ac <imes, teccze very routine and day-to-day, i: 
be advisakle to institute a system of rotating a Yé¢ 
Gem—2oman billet for every thir mo@@nor ducy. This would 
Maer => that , UfCn hls retuin to the ma: 
Yeoman rating, 2 Yeceman would have a d 
MilS Tating and the Ccast Guard in general. 
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YN1 


PeOwA Ce adequate seragening 40 domthe» job we 
mendes C-3" (ne™raining so fas) and unusual 2 
Sreeeresc job; (z¢ this job 1S emestly SK work). 


Find scme way of speeding up promotion in the s2nior 
rates. Morale is Fad because of this cna. 

From a practical standpcint the) .Personned, Support 
Centers function very erfectively. However, 1f Yeoman are 
wee 380<relned in service recerd maint¢nance and PMIS 


Functions, tney will not be akle to adequately compecze in 


Semi cewide cceMpetiticn. 


I personally fesi that I cannot ever expect to stretch 
My Mond in my werk - not only tne job I have new but any job 
as a Yeoman. Le (tNerecrEOrce, MiM@ise Continually have ou ~sisie 
Gnteres*s er I feel I will stagnate 
YN2 

Mmeeeeletw==e trace 2s Gqo'ng in the right dizeczion with tae 
meme Of MILPAYCEN te Topeka, Ks. and getting it out of the 
mee rece in D.C. jee; NM thank the wre. seis hataled 
pretty well, but always room fcr improvement. One gripe is 
that we Are mS cll Sending wat senood graduates To 
ind2pendent duty. I fesl suis cakes away all motivaticn 4 
Member Might have ccming out cf school, because the uember 


ae 
= 
Bee 


feel womrty himself inte troubl 


eH 1 

The YN rating kéears little relaticnship to my goals. For 
Memeeoereascn, and cthers, I will ba leaving the service in 
162 days. Wien SeSp-Gr tClthe CG, I an, qalmeee Sire n kKivey 
(mes. cetned. This idea may scarkle2 on paper but when put 
SeerOLacCtic® =~he idea will be changed and rechancedwuntid 
Memegoes i’ t WOrK. At ~ha® vcoint tne CG will be satisfied. 


é the Yeoman trating is mostly "paperwork" - (sérvice 
mereeonds G&G M.Sc. €=¢c) why act censolidate? Get those YN's cff 
Piemcnaps., wWe don't belong out there. Why are we kidding 
ourselves? Our Dusinéss is saving lives by supporting Coast 
Swenasmen, so let's Z¢ro in on cur speciality. 


YNC 


I would like to see an end to “useless paperwork". 
MimteeVesedceogged =re EMES system violated the first rule of 
the data processing fleid and computerization. I have been 
in long enough tc cempare «he cld system wit che Rew Ome 


ove as 





wae the Old one ran mors efficiently and with less problems 
being generated tc cur personnel. (ie pay). Would someone 
answer me this one gnuestion, why do we puc all this useless, 
never to fre uséd again information into a systen? The 
Seescwment contract (3301 and the active duty initiad 
Paeebeaticn form <IG1T6;. ses) why two forms with the same 


basic inte zsmaticn? Why have a 3301C, I could have designed 
a @torm that would do away with» this! Why two page 12s? 
EGam: could be cesigned +o perfcrm both input functions. 


have close to 10 years i1n computers, beth operations an 
programming, anc and have written two programs still bein 
used by CG boating safety while I was a Reserve on Specia 


W aye Os 4 


Memeave Duty. They were up and runming in 3 months. Lee! 
jump Gmto the cemputer age...why didn't we iook...before we 


leaped? 

Tne mistake rate in the PMIS system is unfatnomable <tc 
ne. NOW with tnat many errors being generated it CANNOT be 
tne people, it's the system. I have never seen such @ peor 
system analyst job done inmvy iife. All the training yeu 
devise =o <wry to drum this voecrly designed system into a 
Young YN's nead wen't= do a bit of good, because sconéer or 
later the Coast Guard will have to either design a better 
Systen, more flexible, easi¢cr input capability cr just 


Gomeanue to put cut change after chang2 tc th PMaiS jcke 
(Thaz was mcre than one questicn!) 


i) 


Gemees (AdGa~ oneal ccmments about this persons current duti<és 


as a career ccunselcr are not included.) 


YN3 

Meenank that Ss@rvice record maintenance and FMIS should 
be streamlined as much as possibie and I think zthat che 
Coast Guard shculd b¢qin to take steps ze seriously reduce 
the amount of paperwork invoived with maintaining service 
Memeercs. tf feel that a great deal of that paperwork is 
unnecessary and wasteful. 
Yur 


I've been in 12 years and am just now being assigned to 
sea duty. This will be my first assignment handling service 
records. A program is néeeded to give a YN a nore rounded 
experience base by assigning them to a greater number number 
G@aecitferent kinds cf duty. I feel very comfortabie with all 


espects of being a Yeoman excerpt PMIS. My next assignment 
Will be a 378 as a YNC. Needless to say, the assignment will 
be somewhat frightening fcr ne, at least mmitiadly. My 


fault to some extant, but training is needed. 
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YN3 


Bien I couflesmed YN clase A sehool Iwas esszgned zo 
Deen ic. (dpi). Since that ‘ime I have done ro PMIS =k*cept 
leave tala I have dene no personnel related werk. I= have 
Filed dizseczives and zyped on a word processor. I am not re- 
emlis<=. ng and weuvuld be in bad shape if I did, mad was 


a a 
Signed to a4 unit where I was the only YN. There is no 
incentive for te tc re-enlisti. 


7 NE 
imeanc 2sC 25 £Cr che YN Luvues, I Poula strengly look 
= possibly creating a YN and EN rating. YN for the clerical 
duties and PN for the sérvic¢e record maintenance at <the 
Beec'’s. We also need to establish @n officer record in géar 
Meer che enlisted service record. This would cereain ly 
establisn a consistency in maintenance of records. #¥e do not 
need two different records. 
YN1 
PER SUPCENs are ae start ir the righ= direci#eon, 


howsver,candidates shculd te vclunteer. I consider personnel 
WOrTK repetitive, almost ho-hum. Take me out of admin and I'd 
Me noted to tears. I'd like to sée two rates - Persennel 
and Administrative. 

/Mv=enad some exposut]Se to C-3 and feei I would zsather 
memes GOrne co schocl taught by CG -RStIUCTOIS, than to have a 
mon Coast Guard type come to the work site. If C-3 is «ce be 
Peeeida=d, then jie='s dc it...but do 1# right 


YNC 
Bstablish the Fersonnei Surport Centers. Man them with 
peeeets Cer-=im-charaqe and Executive Petty Officer (¥Ns). This 
Ble DIevide some job satisfaction and something <¢ strive 
for other than the a YN duties without any hope for 
escape. Place the FSC in an aréa where tne YN's wiil pe free 
memao <heir job. (les no duty driver, duty petty of ficer 
etc.) Morecver, by placing the YNS 1n an area ie! from the 
Ooperaticnal CG we will provide the time and privacy 
necessary to complete the work we are asking «hem to do ana 
I am confident that we will reduce “he @€frot Wace 
eeeanificantiy. (interruptions cause mistakes) 
where 


My last unit was located cn a Naval Air Station 
ehe Navy w2s Operating a PSC which had an Officer-in-Charge, 
Peeecutive Pe=-y Officer, eight PNs and «he¢e SKs Thesac 
System seemed tc work fine. Their srrer rate was oo nea 
existant and they handled 2500 active duty and reserve 
persennel records with no real orcblen. They nowever were 


}— 
[2 
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independent £rem the cperetional Navy. Therefore were rot 
Semeeened with the ncr@el military duty, <tc which seems «0 
Consume YN work time. DPhey a@lisc only had personnel who work 
With PMIS assianed (32 ONS, SKS) “his allowed them 0 
“xchange ideas and solve oroblems much easier. The Offs ee— 


aM@-Charge was nct ccncerned with the pelitical game nozrnally 
ee--0cCla~ed with the Offices Ccrps, Therefore, his concern 
was getting the jck dcne 


YN1 


MeeeecSCCIQpk SUEECEGmGente= would be a4 Yreaz beneii 
the Coast Guard. It would paaaeeaes locate experience 
Rilewiedge creating better efficiency, reduced error 
inereased productivity. The center should not be located a 
an =xisting command dus to Commands conflict and influence 
Over the center. It sheuld be run by a YNC, YNCS or YNCM who 
has been lccated at a PMIS réporzing unit S50 as to keep 
2xperience in the FMIS system. 


YN1 


A regional Persennel Suppcere Center would be countet 
roductive toward a YN's geal in asSisting péecple. Records 
would not be avaiiable to COS in remote areas and YNs would 
not be kncwledageabtle of personnel since they would not come 
meeeecOnhiact wit the people as individuals. Rather than 
fees the Iith Distriet method, those who are cnecking into 
Item e SC 6mSHOUULd ask the cutlying units their opinions. I 
meek with a study in tais direction, Zc Wild be Found that 
units away from the District aré&a are di pov 
RESC for the reasons listed. 
My jor as a YN is to be pecple oriented. If there do¢es 


in 
6) 
nm) 
qt 
- 
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MemelOp A RPSC, I will be paperwork oriented and not know if 
Speci: tic croblems may exist. Very much lixe the District pay 
feeeere, the individuals don‘: aez Specific information from 
Mem. Being locally situat€d, a YN can talk to a person one- 
On-cne and gain insight into personal problems that can be 
Memecl2d through a ferscnnel office. 

YN3 


Zi suggest that YNS be given stations or jobs with a 
Supervisor before they are ailcwed to perform at indepvendent 
duty - such as my jcb cn a Bouytender. I now have a handle 


—_— 


Semel = JO =—wOUL when I arrived I was totally iost. I would 


have appreciated scmée training with a supervisor before 
assuming the duties cf an independent YN - as a YN3. My 
previous duty was (p-nail) and I had nothing whatsoever to 
fomete oie Persomme! Cro EMIS (S/r). 
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I believe omcre training shculd be done to eEducaz¢ CG 
Wee@an onnew polictes and systems. It seemsS unfase to 
womeecr™ YNs and =xpect™cheh to knowhow vo rum a system thet 
has been implemented without being «ried and proven. 


YNZ 

Split ths rate into the JUMPS/PMIS YN and your basic YW 
who does cozresfpendence 6& all but PMES Service rs@ord 
Memeo ri al. Implement JUMPS Eully. Give mor2 training wit 
computers. 
YN1 

BPeOrTessionalize the rate. Computer toa 2 Nas Time 
Manag2ment trainicg. Create a District level seéeninar for 
eemeos YNS Withizr the District area, having the objective oa 
2MWErCVing admin efficiency by discussing better and more 
effective methcds cf transmitting information. 


YN1 


@ schools 


culd be moze D 
-legal type 


e should oe 


u “eel schtat there h 
rc ra 
an just court record. 
on 
2 


available to Yecnen. cate 
program available rather ¢<t 
[aoe 


aa 2ne NOLS 
well rounded, diverse a y an aS the better it is for the 
@eqas- Gttiard. Feccle, I've nheticed, seem to look upon Yeomen 
as counselors and a bit of everything (people includes 
Command). In some units Yeomen specialize too much in a 
Given area (s¢rvice records, typing etc.) 
en 
L teel that the CG needs tc split the Yeoman tating into 
TWO Separate rates, such as Yecman and Déersonnelman. I have 
S€En toc Bary times cver and cver where 2 veoman has spent 3 
or 4 years cunt of the personnel field, and when he gets 


ransferred to indérerndent duty cr tc &@ small station wherza 
Be 1s one of 2 cr 3 YN assiqn2ed. When this havpans, the YN 
MemecOmplctsiy icst £cr months urtil he can get r2-acquainted 
With ali the aspects of personnel such as JUMPS and PMIS. 
This is net so bad when a Yecman who has only been in the 
personnel field go¢s into another field. But when you have 
Yeoman whe has not worked in personnel for a long “time and 
put him aintc a sitwuaticn where the POMIS documents he 
prepares are geing to affect the pay of the personnel whe's 
Peecorgs he mMatntains, you are creating a very bad situation. 
This kind c£ situation was not supposed to hapren once 
Zt ——esehcGcl In Petaluma go= started. The Yseman 


» f) 
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Gempleting this ccurs<¢ wete assigned a JP gual code. This 
méans they are suppesed to tre ables to work with ODMIS. 
However, I dc not feel that by going to a school you become 
instanzly Guaimet.cd te Mor kePA#S To become uealivy protéacteank 
foes you peed tc Merk i@ iit for years. The weeson isy, 
Saar ot changes so much So rap2Waly, Umocylr you dime cit of 
the perscnnel field for any length of time, everything 


Changes and pretty soon nothing is the same aS wnen you were 
Werkong wath it. 

By creating «two differant rates you would have one rate 
SemeeeWOEKS Gtrictly with pezrscnnoel and another rate that 
#ould be concerned with all the other aspects of the Yeoman 
rate such as, administration,legal and all otneir jobs tnact 
are not related tc personnel. By personnel I mean service 
record maintainance, BEerabect&on Of BMIS fomms ard ozhe 
megs celating tc perscnnoel supdrort. 


By splitting the Yeoman rate you would have people in 
fem jonpS thdt they want 0 be in. I have talked to many 
Yeoman whe have been deathly afraid to be transferred to a 
personnel orfice, técause they have never worked personnel 
before. This way ycu weuld have people who want to be clerk/ 
HyPase and =hose whe want to werk in versonnel in tne rates 
Enat they want to be in. 

YN3 

I would very much like to see the Coast Guarda develop a 
rating similar to the Navy's Personnelman (PN) with the 
loplemertation of the PMISy/JUMES system and the further use 
ouee-S COMpUters. I feel it would be to the best interest of 
the Coast Guard and the YN tc be specialized as just a 


personnel YN. 
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Seobli(dt); "The Zlevyenth Coast Guard District's Pers 1 
support Center, An =xperimental Aporoacn to the Invrovement 
Of tne Quality of Work Life", 1 December 1981. 


Commandant Message R 150410Z Mar 82, ALCOAST 005/82, 
COMDTNOTE 7220, Subj: Automated Pay and Personnel Systems. 


Commandant Letter 5230, dated 21 July 82, to Commander, 
Thirteenth Coast Guard District, Subj: Regional Personnel 
support Centers. 


Commander, 13th Coast Guard District Message R242145Z 
sept 82, d to G-P, Sudj: Regional Personnel Support 
Menters (PSC). 


Marcin, Glen, "Seersets of Success, One Important Lesson 
Me-arned from America's Best Run Companies in 'K.1.S.S.'! 
(Keep it Simple Stupid)," United (Airline Magazine), 
Feoruary 1983. 


Admiral J.S. Gracey, "State of tne US Coast Guard, 
1982-83 Status Revort,"” Commandants Bulletin, 14 February 
733. 


Lewin, Aurt, Field Theory in Social Science: Selected 
Theoretical Pavers, New York: Harper 1951. 


Dr. Allan Burnes an associate of Aichael peer, Organization 
Change and Development, Goodyear Publishing Co. 1980. 

Aiso attributed to David 8. Gleicher in Richard Beckhard 
and Reuben Harris, Organizational Transitions: wWanaging 


Complex Chance, Addison-Wesley 1977. 


Meewer and Schlesinger, "Choosing Stratecies for Change," 
Harvard Business Review, Mar-dAor 1979. 


Beer, Michael, Organization Change and Jevelooment: A 
Sevens View, Scott, Foresman and Co., 1980. 

mee y, Daniel, Desizning Organizations: 3A Macro Perspective, 
mc nard ), irwin, Inc., 1982. 





Poole, Jene Orednagation, Structure, Snvironment and 
Performance: The Role of Strategic Choice," Sociology, 
an. , 972. 


Galbraith, J., Organization Design, Addison-Wesley, 1977. 
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Management, narpver and Row, 1911. 


Ouchi, William and Dowling, John B., "Defining the Soan 
of Control," Administrative Science Quarterly 19, 1% 


Percale, Gowi, "Span of Control-A Method of Evaluation," 
Michigan Business Review 15, No. 3, May, 1963. 


Memozoerg, i., [heéeStructumame of Orecanizations, Prentice- 
Batl, 1979. 


Navy Human Resource Management Survey (and Supplemental 
Item Bank), NAVMILPERSCOM 5314-6, Process Control lo. 21, 
meo., 1982. 


mee Officer teuvers to tith District Commander from 
memrice Commanciinm, USCG; (2) Chief, Officeyof Personnel, 
USCG Headquarters, (3) Commander, Atlantic Area and 3rd 
Moast Guard District. 


Commander, 13th Coast Guard District message R221 3052 
te. OF, DY to G-P, subj: Regional Personnel Support 
Center (RPSC) update. 


Sommander, |3tn Coast Guard District letter 5230, dated 

me December 1982, to Distribution, subj: Regional Personnel 
mippers Center (RPSC) Seattle; solicitation for input 
feoncerninge. 


Memmander, 12th eCoas® Guard District letter 5230, dated 
2 February 1983, to Commandant (G-RT}, subj: Reserve 
support on Special Active Duty for Training (SADT); 
request for. 


Chief of Naval Overations letter, serial 267238, dated 
ore? 7/9, co Distribution List, subj: PASS Personnel 
Suvport Activity (PSA) Sstablishment. 


Personnel Support Activity Detachment Organization anda 
Regulations Manual, PSDMTRYINST 5360.18, dated 21 July 1982. 
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